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CHAPTER 6 
SURVEY OF ORGANISATION PRACTICES WITH RESPECT TO 
THE DESIGN OF MANAGERIAL JOBS 
Introduction 
This chapter i s a report on exploratory research conducted by the 
author i n an attempt t o ; 
1 . ( i ) Establish the current status of organisational e f f o r t s 
i n achieving the individual/organisation interface f i t . 
( i i ) Fr'nd out how the job evolves and assumes shape. 
2 . Delineate a set of constructs f o r measuring the q u a l i t y of 
the design of the job. 
3 « Find out organisational practices with regard t o processes 
and events which i n d i v i d u a l l y and cumulatively affe c t the 
individual's experience-in-job. 
Chapter 3 discusses several events and processes on which either the design 
of the job has bearing, or which predetermine the design of the job. Figure 
6 . 1 (a modified version of Figure 3 » $ ) shows those processes and events about 
which research information was collected by the author. 
Recruitment 
Assignment 
\* 
Relationship 
with other jobs 
Job description 
Promotion 
Bonus/merit 
award Work schedule 
Performance 
appraisal 
Succession 
planning Target setting 
Reporting 
system Training needs Budgets 
Job 
evaluation Resource 
all o c a t i o n 
Figure 6 . 1 . Organisational processes and events on which 
either the des.i-?n of the job has a bearing or 
which predetermine the"design of the ibb 
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I n Figure 6 . 1 , the managerial job i s placed at the centre of these events 
and processes, and shows the interactions between these common organisational 
events and processes which stem from or are precursors t o , the existence of a 
job. As the 'contents* of the job must have got there somehow - either through 
evolution or purposive action - there should be a l i n k between the design of the 
job and the process of job evaluation. The l i n k between the job and other 
organisational processes and event-s i s a s u f f i c i e n t l y important concept t o merit 
consideration of a fur t h e r example even at the r i s k of labouring the point. 
Performance appraisal i s the process of evaluating how w e l l the assigned 
tasks have been performed. A person assigned the task of research chemist can 
be judged on how w e l l and d i l i g e n t l y he performs i n research; the same person 
assigned to laboratory assistance duties can be judged only on how w e l l he 
performs as a laboratory assistant. The performance of the same person can be 
judged with d i f f e r e n t frames of reference depending on the job t o which he i s 
assigned and thus, by inference, t o the design of the job. 
Note that the number of events and processes shown on the diagram are only 
a small set of a l l the possible variables w i t h i n t h i s class; the l i n k s shown 
between the events and processes are, i n the l i k e manner, only some of the 
po t e n t i a l l i n k s - l i n k s other than those shown are possible and plausible. 
Events and processes shown i n the diagram are those which have been discussed 
i n Chapter 3 and the l i n k s shown are those which w i l l be discussed i n t h i s 
chapter. 
The chapter consists of the following sections: 
6 . 1 . The organisation of the research instrument 
6 . 2 . Queries f o r which primary data was sought 
6 . 3 . Questionnaire development 
6 . 4 . Prospective respondent population 
6 . 5 . Conduct of study 
6 . 6 . Results and analysis of the survey data 
6 . 7 » Conclusions 
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6 . 1 . The organisation of research instrument 
I t was decided to undertake the research using a questionnaire. The f i n a l 
version of the research instrument i s presented i n Appendix 6 ° The question-
naire contains a number of questions which oftentimes have sub-parts. Within 
t h i s report references t o the questions and parts thereof w i l l be w i t h i n 
parenthesis thus: (Q.18) or (Q.15a) or (Q . 9°a.i . )o 
The data collected i s of the following three types. 
1 . Explanatory data - Questions pertaining t o t h i s class are (Q„l t o Q . 6 ) on 
the questionnaire. 
Within t h i s class there are two sub classes of data. The sub classes and 
items w i t h i n thj sub classes are; 
(a) Organisational descriptor variables which are: 
( i ) Size of organisation 
( i i ) Business orientation of organisation 
( i i i ) Ownership of organisation 
(b) Respondent descriptor variables, which are: 
( i ) Length of service w i t h i n organisation, of respondent 
( i i ) Hierarchical l e v e l of position held by respondent 
( i i i ) Functional descriptor of the position held by respondent 
2 . Events and processes data - Questions pertaining to t h i s class are (Q« 7 t o 
Q . 1 9 ) on the questionnaire. Data was collected on the following events and 
proce-'.; :-s: 
1 . Position descriptions 
2 . Performance appraisals 
3 . Job evaluation 
. 4<> Objective or targets setting 
5. Control system 
6 . Manpower planning 
7 « Organised recruitment 
8. Training programmes 
9 « Salary management 
1 0 o Succession planning 
1 1 . Policy regarding promotions from w i t h i n 
' 1 2 o Job mobil i t y f a c i l i t a t i o n 
1 3 . Work schedules 
3 « Job design data. - Questions pertaining to t h i s class are ( Q . 2 0 t o Q . 2 5 ) on 
the questionnaire. 
The questions i n t h i s section relate t o policy and practice of job design 
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w i t h i n the organisation. The questionnaire design consideration of paramount 
importance was t o collect data on job design from respondents holding positions 
i n organisations where job design was undertaken purposively as w e l l as from 
those who held positions i n organisations where jobs evolved, or acquired shape 
through events and processes (see item 2 above). 
Addi t i o n a l l y , however, clear the above c l a s s i f i c a t i o n may appear, as discus-
sed i n Chapter 3 * items i n class 2 , i . e . events and processes, may d i r e c t l y act 
as determinants of the shape of the job and, therefore, would constitute job 
design data. 
The data collected was intended t o serve three purposes: 
le Give answers to certain queries that had formed i n the author's mind 
as a consequence of readings, reported i n Chapters 2 - 5 . These 
queries are discussed i n Section 6 . 2 , with reference t o question-
naire items). 
2 . Help the author t o b u i l d theory on the measures on the q u a l i t y of 
the design of a job. This aspect i s discussed i n Section 6 . 7 with 
reference t o the questionnaire items. 
3 » Help define the future course of research - provide leads. This 
aspect i s discussed i n Section 6 . 7 . 
Reynolds ( 1 9 7 5 ) i n his doctoral thesis, on the authority of S e l l t i z , writes 
"Open-ended questions are called f o r when the issue i s complex, when the 
relevant dimensions are not known, or when the int e r e s t of research l i e s 
i n the exploration of a process or of an individual's formulation of an 
issue'*. 
The s i t u a t i o n faced by the author, as suggested i n the three points i n the 
foregoing paragraph, was exactly the one which Reynolds suggests c a l l s f o r 
open-ended questions. Most of the items i n questions addressed at job design 
practices were open-ended. For the same reason a number of questions on the 
events and processes were also open-ended. 
The author, i n designing an open questionnaire and seeking primary data, 
was aware of possible d i f f i c u l t i e s of i n t e r p r e t a t i o n and c l a s s i f i c a t i o n that 
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can arise as a consequence of open-ended questions. But the exploratory nature 
of the survey, and the author's -wish t o collect data r i c h enough and m u l t i -
faceted enough t o be h e l p f u l i n theory building suggested the open-ended 
approach t o be preferable t o having a closed questionnaire. 
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602o Queries f o r which primary data was sought i n the questionnaire 
I n Chapter 1 i t was stated that the author found no references t o managerial 
job design i n the literatures, the subject area of which i s reported i n Chapters 2 
to 5 « This section reports on the queries which had arisen i n the author's mind 
and which the raw data collected i n the survey was intended t o help resolveo 
While some queries are d i r e c t l y related t o job design practices, others are 
related t o the organisational practices (systems, events and processes) which 
either determine the shape of the "job, or take the shape of the job as givenj 
these practices determine the individual's experience-in-job, and are therefore 
of import t o job design (see Chapter 3)» The queries related to systems; events 
and processes were not resolved by the relevant l i t e r a t u r e because these e n t i t i e s 
have not been discussed i n terms of t h e i r implication on job design - so acqui-
s i t i o n of primary data towards the resolution of these queries, arisin g from 
l i t e r a t u r e perusal, was thought not only desirable but necessary. 
As there are a number of queries t o be discussed here, and i n a l a t e r sectior 
data r e l a t i n g t o these w i l l be presented, i t would be appropriate t o number these 
queries. The referencing notation already adopted f o r the items on the question-
naire i t s e l f , explained e a r l i e r , uses the p r e f i x 'Q' f o r 'question ?; references t o 
the queries w i l l be prefixed with the l e t t e r P , e.g. PI, P 2 .... PK. 
These queries w i l l now be discussed, s t a r t i n g with organisational practices 
i n the area of managerial job design and then organisational practices with sys-
tems, events and processes impinging upon, or arising from the design of the job. 
Note that hypotheses or propositions f o r t e s t i n g were not set. The reason 
fo r t h i s i s that due t o an absence i n the l i t e r a t u r e of reports on the topic of 
managerial job design, and on aspects of organisational events related t o job 
design, the s i t u a t i o n d id not c a l l f o r t e s t i n g contentions. Any hypothesis or 
propositions that might have been set up, would have been conjectural and based . 
merely on guesswork. While l i t e r a t u r e consensus proposition may have been 
possible i n some areas, i n other areas, where the author himself had derived 
concepts linkable t o job design, i t would have been methodologically and l o g i c -
a l l y incorrect t o state these i n the form of propositions. 
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6.2 .1 . Queries related t o the practices i n the area of managerial .job design 
On the basis of l i t e r a t u r e consensus, i . e . no report on managerial job 
design but many references t o recruitment and placement, the f i r s t query was: 
PI: To what extent do organisations attempt t o design the jobs f o r t h e i r 
managerial l e v e l persons? 
The query necessitates a clear cut d i s t i n c t i o n between the two paradigms -
selection and design - of achieving the f i t at the individual/organisation ( l / 0 ) 
interface. The following d e f i n i t i o n s were developed by the author. 
The selection model f o r achieving i/O f i t consists of, f i r s t l y , deriving a job 
specif i c a t i o n through job analysis and, secondly, obtaining through selection an 
ind i v i d u a l , from among other l i k e l y candidates, who would be best able t o under-
take the tasks, as defined i n the specifications. The focus i s on the choice of 
person. 
The Job Design Model f o r achieving the i/O f i t i s i n operation when the current 
set of incumbents (note that the set may consist of a single person) i s taken and 
the jobs, or the work environment, modified i n any (or a l l ) of the following ways 
- an increase (decrease) i n the quality/quantity of the t o t a l work 
- a r e d i s t r i b u t i o n / a l l o c a t i o n of functions 
- a change i n any processes and events which form the outer determinants of 
the job and are sources of experience-in-job derived by the position 
incumbent 
so that the same set, or a modified set, of position incumbents now undertake 
either the transformed units of work or work under the newly organised processes 
and events. The onus i n job design i s i n modifications t o jobs and systems 
which bound the job and determine the-incumbent s' experience-in-job. 
Having defined the two processes under scrutiny, the discussions can be 
referred back to the query i t s e l f . I t could be the case that the organisation as 
a whole, the corporate e n t i t y , has started managerial job design a c t i v i t y or i t 
could be the case that while the corporate e n t i t y i s not involved i n designing 
jobs f o r t h e i r managerial s t a f f , the unit of which the respondent i s a member 
does attempt t o design the managerial jobs. • 
From Brech. (1960), W. Brown (1971) and Newman and Rowbottom (1973)> when 
something i s held t o be of import, organisations issue policy statements on i t . 
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An example of policy statement, from the f i e l d of f i n a n c i a l control, would be 
the d i r e c t i v e from corporate headquarters on the adaptation of some index, e.g. 
return on investment, as a conceptual framework f o r decision making with respect 
to new projects; sub un i t managers are then expected t o work w i t h i n the suggested 
acceptability bounds or l i m i t s when submitting or accepting new projects. Another 
example, t h i s time from job evaluation, a topic more related t o job design, i s 
that organisations invariably attempt t o ensure that jobs essentially the same i n 
nature, although i n d i f f e r e n t sub u n i t s , get the same evaluation. This can only 
be achieved through adaptation of company wide p o l i c i e s . The query regarding 
whether the corporate body was involved i n job design was to be tested with data 
from (Q.23.c). Data indicating corporate policy on job design would be c l a s s i -
f i e d as 'Corporate Job Design '. 
The existence of a Corporate Job Design policy, important as i t i s , does not 
of i t s e l f indicate that units w i t h i n the organisation would be designing jobs. 
Equally, the absence of a Corporate Job Design policy would not, of i t s e l f , 
prevent heads of operating units from i n i t i a t i n g t h e i r own job design p o l i c i e s . 
The class of organisations where corporate policy does not exist but units do 
follow some policy on job design are labelled Unit Design Policy'. 
However, given that the respondents t o the study are themselves managerial 
employees, i t can be the case that the responding i n d i v i d u a l was himself attempt-
ing t o design the jobs of his subordinates (and perhaps others), i n pursuance of 
some policy which i s best known t o himself (and those responsible f o r designing). 
So, w i t h i n t h i s class of Unit Design Policy two patterns were p o t e n t i a l l y 
possibles 
1 . An in d i v i d u a l manager (or a small group of l i k e minded individuals) 
attempt t o design jobs w i t h i n t h e i r influence; but those whose jobs are 
the targets of design e f f o r t do not know of the policy being pursued. 
2. Same as above except that the individuals whose jobs are the targets 
of design e f f o r t are informed of the policy. 
I n Part 1 of the thesis i t has been suggested that essentially any actions 
of one manager which impinge on the jobs of others could be regarded as an 
e f f o r t t o modify the design of the l a t t e r set of jobs. The f i r s t of the above 
two items could, therefore, be regarded as an esoteric approach to the conduct 
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of job design. Only cases reporting the presence of a job design policy at the 
l e v e l of the u n i t together with the policy pursued being known t o position incum-
bents whose jobs were the target of design e f f o r t , were t o be classed as having 
a Unit Design Policy . 
The query regarding Unit Design Policy was therefore a compound t e s t , t o be 
resolved with data from (Q.23.aa) and (Q.23.a). 
Regarding the practice (as opposed t o p o l i c y ) , the query was t o be resolved 
wi t h the data collected from (Q.21). Questionnaire item 21 has been posited as 
a two dimensional item: function t o which job design i s applied and the time 
over which job design has been used. For the query here, the data on the time 
dimension was to be ignored; time discussion analysis i s t o be presented l a t e r . 
Subsidiary queries w i t h i n t h i s main query were set as follows: 
Reading i n job design l i t e r a t u r e had revealed that a large proportion, but 
not a l l , of job design application reports originate from operator l e v e l jobs i n 
production type of organisations. This led t o the formulation of two sub-queries 
related to aspects of prevalency. The f i r s t of these sub-queries was: 
P l . l : I n organisations that attempt t o design the managerial job: 
( i ) Is job design attempted with respect t o specific functions, 
e.g. production. 
( i i ) When i t i s applied t o more than one function, do organisations 
i n i t i a t e job design i n some specific function, as above, and 
subsequently apply job design to other functions? 
The thinking which led the author t o formulate t h i s sub-query was: 
1 . Production type of organisation having applied job design t o operator 
l e v e l jobs would have gained considerable experience which they subse-
quently may extend to the managerial jobs. 
2. Production type of organisations may be facing problems specific t o them-
selves. The problems faced may be more, or less, acute at the operator 
l e v e l jobs but may persist at the managerial l e v e l jobs. Moreover, the 
solution t o operator l e v e l jobs may demand modifications t o managerial jobs. 
The second part of the query has t o do with the time element. From l i t e r a -
ture consensus i t could be surmised that organisations having a m u l t i p l i c i t y of 
469. 
functions, including production and production type, would be more l i k e l y t o 
s t a r t job design i n the production type of u n i t s . I t would then f o l l o w that 
i n organisations designing jobs i n more than one functional u n i t , job design 
may have started at d i f f e r e n t times. 
The query was t o be resolved with data from (Q.23) and (Q . 2 l ) . 
The second sub-query i n prevalency was related t o hie r a r c h i c a l l e v e l of job 
design application: 
PI.2: I n organisations using job design at managerial l e v e l , 
( i ) Where i t i s selectively used at some levels of the organisa-
t i o n , and not at others, i s i t more l i k e l y t o be used at the 
3,ower levels, than the middle and upper levels of the hierarchy? 
( i i ) Where i t i s used at d i f f e r e n t h i e r a r c h i c a l l e v e l s , i s i t l i k e l y 
t o be the case that i t w i l l have been applied at the lower 
levels f o r a longer period of time than at senior levels? 
The two facets of the above proposition on prevalency are based upon the 
author's concepts related t o , and stemming from: 
1 . Ripple effect - As jobs at the bottom, say, operator l e v e l jobs, are 
re-designed, jobs at levels immediately above these levels are eroded, 
(see Chapter 5)> job design at one l e v e l therefore necessitates the 
design of jobs at the l e v e l above i t . This should then result i n a 
r i p p l e e f f e c t , where managerial jobs at the lower end of the hierarchy 
are both more l i k e l y t o have been the object of redesign, and more 
l i k e l y t o have been the object of redesign e f f o r t f o r a longer period, 
than jobs at the upper l e v e l of the hierarchy. 
2. Annual intake - Organisations having annual intake of p o t e n t i a l managerial 
people would have to structure the jobs f o r t h e i r r e c r u i t s so as t o 
f a c i l i t a t e the acquisition of experience i n a r e l a t i v e l y short time; the 
process of structuring these jobs at the lower end of the hierarchy would 
lead t o greater understanding and s k i l l s at structuring those jobs 
immediately above these. The effe c t of t h i s process of structuring at 
one l e v e l leading t o improved understanding of jobs at levels immediately 
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above the l e v e l being re-designed, could then result i n the phenomenon 
the query i s attempting t o elucidate. 
This query would be tested with data from (Q.23) and (Q.20). 
Review i s an important concept i n control theory (see Tocher (1970)> (1976))• 
Changes i n organisational circumstances due both t o i n t e r n a l and external circum-
stances (see Chapter 4)> and the learning from past experience ( f o r Heuristic 
learning, see Polya (1945))> respectively indicate the d e s i r a b i l i t y and useful-
re ss of reviewing practices, procedures and policies f o r ongoing a c t i v i t y 
w i t h i n an organisation. Further, job design i s a r e l a t i v e l y new concept and 
i s under constant and rapid t h e o r e t i c a l development. 
Given these circumstances, i t would be expected that organisations would 
have t o perform periodic reviews of t h e i r job design p o l i c i e s . The query 
regarding review was: 
P.13: Do organisations which attempt t o design managerial jobs review 
the job design policies?, and i f so how often i s the review conducted? 
The query was t o be resolved with data from (Q.23.f) and (Q.23.g). 
Review would be of benefit only i f the practices and pol i c i e s e a r l i e r 
contrived have been applied f o r some time, i . e . when s u f f i c i e n t experience has 
accumulated. This aspect was to be tested with cross reference t o (Q.20). 
The next subsidiary query i n the author's mind was with regard t o the 
process by which organisations, and units w i t h i n organisations, b u i l d up and 
adopt the conceptual framework f o r designing managerial jobs. Within the 
process, attention was specific t o the participants t o devising the policy and 
strategy which controlled the Job Design e f f o r t . 
Distinguishing between the process of devising the policy and strategy, 
and the act of designing jobs, i t s e l f , currently held opinion favours employee 
p a r t i c i p a t i o n i n job design (see Chapter 5)« 
The process of policy formulation i s , of course, a l e v e l above the act 
of designing i t s e l f . Organisational processes which take the design of the 
job as given, e.g. job evaluation, do often r e l y on employee p a r t i c i p a t i o n i n 
both policy formulation and implementation (see Chapter 3)» Job design being 
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of the same genre as job evaluation 'an i n f e r e n t i a l expectation would be that 
some kind of employee p a r t i c i p a t i o n might be involved. On the other hand, a 
large proportion of job design implementations have had consultant involvement; 
moreover, consultants are often involved i n devising job evaluation schemes. 
The query on the formation of policy and strategy f o r managerial job design was; 
P1.4: What type of persons, or groups of persons, would be involved i n 
framing the conceptual framework f o r managerial job design. 
The resolution of t h i s query was sought with data from ( Q . 2 3.b ) o 
I n discussing contingency approaches t o job design (Chapter 5)> and i n the 
discussions on cross c u l t u r a l differences (Chapter 4)> i t was stated that policy 
statements on job design might have to be a high l e v e l of abstraction, so that 
unit heads could operationalise the policy statements t o suit t h e i r own 
par t i c u l a r and immediate needs and circumstances. The query with regard t o 
organisational practices was; 
PI.5: Would organisations permit unit heads to operationalise the job 
design framework t o su i t t h e i r p a r t i c u l a r circumstances? 
The resolution of t h i s query was sought with data from ( Q . 2 3.d ) o 
However, the need f o r dis c r e t i o n i s l i k e l y t o arise i n heterogenous 
large organisations rather than those which are homogeneous. The expectation 
therefore would be that operationalisation by un i t heads would be permitted i n 
larger organisations than i n smaller ones. This could be tested with data 
from (Q .23.d) and Q.l). 
I n Chapter 5 was discussed the concept of r e s p o n s i b i l i t y f o r the design 
of a job. The concept of an Ombudsman was also discussed, as w e l l as the 
i n d u s t r i a l engineering approach i n which the boss i s nominally responsible f o r 
the design of the job but the i n d u s t r i a l engineer i n fact performs the actual 
operation on behalf of the boss. 
The query related t o the concept of r e s p o n s i b i l i t y was: 
P1 . 6(i): Do organisations, designing jobs f o r t h e i r managerial s t a f f , 
assign t o individuals or groups of individuals, the responsi-
b i l i t y of ensuring that the jobs get designed according t o 
policy. 
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( i i ) And i f r e s p o n s i b i l i t y i s thus assigned, i n whom does i t reside? 
The query was t o be resolved with data from (Q .23.b) and ( Q . 2 3 . i ) o 
The purpose of management t r a i n i n g and development being to maintain and 
enhance organisational performance through increase i n i n d i v i d u a l awareness and 
knowledge (see Taylor and L i p p i t t (197$)) and given that job design i s a 
r e l a t i v e l y new concept, i t was thought an obvious t h i n g t o check was whether 
those individuals or groups whose task i t was t o perform and undertake the 
actual process of design, did i n fact receive some t r a i n i n g i n t h i s area. 
Regarding t r a i n i n g , the query was.: 
P1.7i Do organisations that i n i t i a t e managerial job design ensure 
specialist t r a i n i n g f o r those who are held responsible f o r designing 
the jobs of others. 
This query could be resolved by data from ( Q . 2 4.c). 
The importance of a function w i t h i n organisations i s often r e f l e c t e d i n 
the assignment of personnel exclusively t o that a c t i v i t y (see Chapter 4)» These 
speci a l i s t s could be asked themselves t o undertake the task on an ongoing 
basis; help t r a i n others t o do the job; or act as f i r e - f i g h t e r s . I n the above 
three, or possibly other ways, a "job designer" specialist role would be called 
f o r . The query regarding the job designer role was: 
P I . 8 : Do organisations involved i n managerial job design appoint job 
designers? 
This query oould be resolved by data from (Q .24«b). 
The process of job design c a l l s f o r the c o l l e c t i o n of several types of 
information, e.g. on organisational performance, i n d i v i d u a l a b i l i t i e s , i n d i v i -
dual personality, etc. (see Chapters 2-5). I n application, the standpoints on 
information gathering of the' various theories of job design discussed i n 
Chapter 5 could be c l a s s i f i e d (see Chapter 5) as: 
1. Taylor - job designer observation 
2. Work psychologists - experimentation 
3« Herzberg - no information necessary 
4» Hackman and Oldham - questionnaire 
5« Tavistock - interviews 
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The author was interested i n finding out the methods used i n industry 
fo r the specific purpose of managerial job design. The specific query on 
gathering of information was: 
P1.9: How do organisations collect information f o r designing managerial 
jobs? 
The question of how information i s collected, i . e . the method, i s important 
from the perspective of cost effectiveness. The d i f f e r e n t methods may have 
di f f e r e n t overhead costs associated with them. As managerial personnel are 
mobile (see Chapter 4)> organisations involved i n managerial job design may 
have developed methods which are more cost effective than others. Further, 
the d i f f e r e n t types of information collected may lend themselves t o c o l l e c t i o n 
by d i f f e r e n t methods. 
This query could be resolved by data from (Q.24»d.). 
Information could be c l a s s i f i e d along a continuum from quasi-permanent 
to transient. Given that there would always be some overhead cost associated 
with c o l l e c t i o n of information, i t was thought l o g i c a l that organisations may 
attempt t o f i n d methods of storing information, once collected, i n ways that 
would make i t both r e a d i l y available and change amenable, at the same time. Ready 
and low cost a v a i l a b i l i t y i s necessary because changes, both inside and 
outside the organisation, would necessitate updating. On the other hand, 
storage would be necessary, f o r the absence of i t would necessitate the 
c o l l e c t i o n and r e - c o l l e c t i o n of the same information and would thus be wasteful 
of resources. 
I n Chapter 1 was discussed the p o s s i b i l i t i e s that the advent of computers 
has brought; i n Chapter 4 was discussed management information systems; the 
query i n the author's mind was whether organisations have devised and adopted 
information systems which f a c i l i t a t e job design. The specific query on 
information handling was: 
PI.10: What kind of information storage systems and methods do organisa-
tions involved i n managerial job design use? 
This query could be resolved by data from (Q.24»e). 
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Theory Building Data 
Some of the queries regarding organisational e f f o r t at achieving the 
individual/organisation interface f i t related t o the author's wish to b u i l d a 
substantive theory of job design: the Measures on the Quality of the Design of 
a Job. Add i t i o n a l l y , and just as important as the delineation of parameters 
fo r the q u a l i t y of design concept. was the author's concern t o gather data on 
the salient characteristics of the process of job design. Specific queries 
directed t o generate primary data f o r these purposes w i l l now be discussed. 
The reasons given f o r adopting job design and the gains accruing as a 
consequence of adopting job design were discussed i n Chapter 1; but the 
discussion there was i n terms of operator l e v e l and c l e r i c a l jobs. As the 
author was d i r e c t i n g his e f f o r t s at managerial jobs, the query was: 
P2.1; To what purposes, or f o r what reasons, do organisations design 
managerial jobs? 
The query was t o be resolved with data from (Q.22). 
A specific purpose can be achieved i n many d i f f e r e n t ways. To give query 
P2.1 an alte r n a t i v e formulation as w e l l as t o f i n d out the specific way adopted 
by the organisation i n i t s managerial job design endeavour, the query could be 
formalised as: 
P2.2: What are the underlying philosophies of the job design e f f o r t 
i n organisations involved i n managerial job design? 
This query was t o be resolved with data from (Q.23.e). 
More recent theories of job design have been based on, and job design 
research has devoted considerable e f f o r t I n delineating, job and i n d i v i d u a l 
characteristics, a match which (between the incumbent and the job) i s considered 
important. These characteristics that have been incorporated in t o job design 
theories have been tested i n the confines of operator l e v e l and c l e r i c a l work. 
The query i n the author's mind was: 
P2.3: What job and personal characteristics are matched i n organisational 
e f f o r t s t o achieve the managerial i/O interface f i t ? 
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This query was t o be resolved with data from (Qo25<>a) and (Q.25.b)o 
I t i s possible t o envisage problems ar i s i n g i n the process of designing 
jobs i n accordance with specific, and essentially pre-conceived, p o l i c i e s . 
These problems would act as barriers or constraints on the implementation of 
pol i c i e s . I t was, therefore, thought desirable t o f i n d out these constraints 
to policy or implementationo The specific query was: 
P2.4: What kind of problems would be faced by organisations attempting 
managerial job design? 
The query was t o be resolved by data from (Q.25.c) 0 
Another process query was related t o the extent d i f f e r e n t i n d i v i d u a l s , e.g. 
the job holder himself, his role-set, specialist groups w i t h i n the organisation 
and perhaps even external individuals, influence the process of designing 
specific jobs. The specific query with regard to influence was: 
P2.5: Who are the 'others' who influence the design of specific managerial 
jobs and how much influence do they exercise i n the design process? 
Note that the purpose of co l l e c t i n g data on t h i s query was not the formulation 
of a normative theory on the extent of influence desirable; rather, t h i s i n f o r -
mation was sought f o r the sake of delineating parameters f o r the job design 
methodology to be developed i n the course of the thesis research. 
The query was to be resolved with primary data from (Q.24«a). 
The resolution of t h i s query was further t o be f a c i l i t a t e d by primary 
data from the query on the extent to which managerial l e v e l employees develop 
t h e i r own job descriptions (Q.7«d); the extent t o which others are involved 
i n t h i s development (Q.7°c); and the variables used f o r job evaluation (Q«9°f)° 
I n the main, queries associated with these items from the questionnaire 
w i l l be discussed i n Section 6.2.2. 
• l a s t l y , the author was wondering on the extent t o which organisations 
t h a t claimed t o be designing jobs, i n fact also checked on establishment 
variables (processes, events, systems and procedures), while attempting to 
design jobs. These, as suggested i n the introduction t o t h i s chapter, are the 
outer bounds of the job and determine the individual's performance and 
experience-in-job 0 The query regarding establishment variables was: 
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P2.6: When organisations attempt managerial job design, what establish-
ment variables are checked t o ensure t h e i r c o l i n e a r i t y with the 
needs of the job? 
This query was to be resolved with primary data from (Q.25.d). 
Co-relationships of query variables with explanatory variables 
I n questionnaire design i t was envisaged that the important data generated 
from query responses would be cross-tabulated f o r possible relationships with 
the explanatory variables; discovery of possible co-relationships of the 
explanatory variables with the job design query variables (as w e l l as with the 
organisational events variables) was the reason f o r c o l l e c t i n g data on the 
explanatory variables. Nonetheless, as most of the items i n the job design 
query variables were open ended, and the fact t h i s would necessitate c l a s s i f i -
cation p r i o r to attempts at co r r e l a t i o n a l investigation being expected, i t was 
part of the study plan t o conduct c o r r e l a t i o n a l work on only those variables 
which produced results of outstanding interest i n responses t o the primary 
queries. 
6o2o2<> Queries related t o organisational practices i n the area of organisational 
events and processes 
The four reasons f o r c o l l e c t i n g data on these variables were: 
1. To explore the differences i n these variables between organisations 
involved i n managerial job design and those not so involved. 
2. Although some data on the variables i s available from past surveys 
(see Chapter 3 ) > the available data i s essentially of h i s t o r i c a l 
vintage and may have no current v a l i d i t y . 
3« Facets of these variables impinging on the design of jobs have not 
been reported. The survey was intended t o provide t h i s linkage-to-
job-design primary data. 
4. To create a t o t a l immersion s i t u a t i o n , f o r the author, where variables 
held t o be precursors t o , or stemming from, job design could be 
studied. 
The queries based on organisational systems, processes and events w i l l now 
be presented. 
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Mote that responses t o these queries were also t o be analysed across 
categories of explanatory data t o f i n d out whether there were any specific 
patterns i n the responses received. 
Queries on .job descriptions 
The discussions on job descriptions i n Chapter 2 indicated that l i t e r a t u r e 
views on the value of job descriptions arc ambivalent - while some authors 
regard job descriptions as something h e l p f u l others regard them as 'straight-
jackets' which s t i f l e initiative<> 
A strong recommendation f o r job descriptions would be t h e i r f a c i l i t a t i n g 
value - they should help newly appointed position incumbents t o know of t h e i r 
jobs ' a b - i n i t i o ' and 'in-toto'<> Moreover, there i s now UK l e g i s l a t i o n whic^ 
stipulates that every job holder, at operator l e v e l , should have a job 
description. Although, as yet, f o r managerial positions job descriptions are 
not mandatory, the prime query on job descriptions was based on the concept 
of prevalency: 
P3; What proportion of organisations provide job descriptions f o r t h e i r 
managerial s t a f f ? 
The query was t o be resolved with data from (Q„7°aa). 
The discussions on the nature of managerial job (Chapter 3 ) had indicated 
that jobs become more and more conceptual, i.e. less tangible, as the analytic 
•framework moves upwards, s t a r t i n g from the base. A query associated with the 
methodological d i f f i c u l t i e s that could arise i n the preparation of descriptions 
f o r the more abstract jobs (and therefore jobs at hi e r a r c h i c a l higher levels) 
was: 
F3.1: In organisations providing job descriptions f o r t h e i r managerial 
s t a f f , are such descriptions provided f o r a l l levels of managerial 
s t a f f or only f o r some? 
One of the major strands of the author's th i n k i n g , and research based on 
t h i s t h i n k i n g , has been the concept of ' wholeness' of any managerial job - both 
conceptually and to the job holder for whom the job i s a central whole . The 
conceptual l i n k i s obviously to systems theory w i t h i n which the concept of 
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•wholeness has a cornerstone value, and the p r a c t i c a l l i n k i s equally obviously 
with job ownership. I n Chapter 5 was discussed the system, analytic concept of 
the whole job as being composed of three elements: inputs, throughputs and 
outputs; i n Chapter 3 was discussed the association of the concepts of q u a l i t y , 
quantity and timing to managerial a c t i v i t y . These last-mentioned three concepts 
could be regarded as measures on the input and output elements of the job. 
These, along with the a v a i l a b i l i t y of resources, were deductively regarded by 
the author, as important elements that should be discernable i n a job descrip-
t i o n . The query was directed at ascertaining whether current job descriptions 
dealt equally thoroughly with inputs, process and outputs. A. job description 
can only be f u l l y (or wholly!) useful i f i t includes a l l three elements. 
Moreover, also of research interest was whether current job descriptions used 
ad d i t i o n a l l y , or exclusively, other dimensions of analysis. 
P3.2: What are the key components of the managerial job description issued 
i n industry? 
The query was t o be resolved with data from (Q.7«b) and (Q.7«c). 
I n Chapter 3 was discussed the concepts of incumbent developing or opera-
t i o n a l i s i n g his own job description. The query related t o the extent t o which 
the incumbents at d i f f e r e n t levels of the hierarchy were involved i n doing t h i s . 
A statement of t h i s query would be: 
P3«3i To what degree do incumbents of managerial positions at d i f f e r e n t 
levels of the hierarchy operationalise t h e i r own jobs. 
Note that the query requires a measure, and t h i s was catered f o r by provid-
ing a 9 point scale ranging from l i m i t e d s e l f development to complete s e l f deve-
lopment . 
Note also that t h i s query i s important from the job redesign process view-
point. Some of the c r i t i c i s m of job descriptions, presented i n Chapter 3> 
referred t o t h e i r 'snapshot at specific moment i n time f nature. The argument 
germane to the perspective i s that while the needs of the job and job incumbent 
change, the description remains s t a t i c . The development of a w h o l i s t i c theory 
of job design would c a l l f o r the implementation of procedures f o r job descrip-
tions t o be f l e x i b l e yet detailed enough t o permit the description to move 
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along with changes i n the job environment - both external and i n t e r n a l to the 
organisation. Information generated from the query on operationalisation 
discussed here, and the query on participants which i s the subject of the next 
discussion are both important to the process and procedures of job redesign and 
are more f u l l y discussed i n Chapter 8. 
The query was t o be resolved with data from (Q.7«d). 
I n Chapter 3 was discussed the concept of managerial jobs being 'colleague 
dependent*. Further, drawing also from the material presented i n Chapter 3» i t 
i s conceivable that f o r managerial personnel having direct subordinates, t h e i r 
own effectiveness would be dependent on the performance of t h e i r subordinates. 
These two, and perhaps other, sets of individuals could, therefore, be regarded 
as influencing the development of the job description for most incumbents of 
managerial positions. The query regarding p a r t i c i p a t i o n i n the development of 
job descriptions was: 
P3«4: For the various levels of the hierarchy, which section of the r o l e -
sets are involved i n the development of the job description^? 
The.query was t o be resolved with data from (Q.7«e). 
Queries on performance appraisals 
Although recently substantial and substantive information on performance 
appraisal has been reported i n l i t e r a t u r e (see Chapter 3)> nonetheless some 
aspects of the way performance i s evaluated, s p e c i f i c a l l y those aspects that 
impinge on the design of the job have not been addressed, at least with the 
rigour that they deserve. The author therefore attempted t o e l i c i t aspects of 
the missing information while at the same time addressing some more t r a d i t -
i onal areas t o draw out information on current practices, w i t h i n his sample. 
The main query on performance appraisal was: 
P4: What proportion of respondents i n the survey report t h e i r organisa-
tions t o be engaged i n appraising the performance of t h e i r managerial 
personnel? 
The query was t o be resolved with data from (Q.S.aa). ' 
In Chapters 3 and 4 an argument was presented f o r viewing the managerial 
job as being concerned with f u l f i l l i n g the input needs of the role-set. From 
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t h i s perspective, t h i s l a t t e r set of individuals, the role-set, would be expec-
ted t o have something useful to contribute to appraising the individual's 
performance. The specific query was: ' 
P4.1: What i s the status with regard t o role-set p a r t i c i p a t i o n i n 
appraising the managerial performance? 
The query was to be resolved with data from (Q.S.b). 
During the l a s t 15 years or so management development and t r a i n i n g ( f o r 
references see Chapters 3 and 4)> has blossomed i n t o s p e c i a l i s t a c t i v i t i e s . 
The high growth i n these a c t i v i t i e s can be taken as indicators of the corporate 
wish t o improve performance. Cummings and Schwab (1978) discuss two types of 
appraisal conduct: evaluative and developmental. They opine t h a t , while 
h i s t o r i c a l l y emphasis was an evaluative type of appraisal, developmental 
considerations are l i k e l y t o o f f e r more advantages. Also, these researchers 
suggest that o r i e n t a t i o n towards the developmental perspective t o be gaining 
acceptance. The query related t o the developmental perspective was: 
P4»2: Do organisations attempt t o evaluate t r a i n i n g needs, at the time 
of appraising managerial performance? 
The query was t o be resolved with data from (Q.S.d). 
Looking at appraisal from the evaluative perspective, i.e. from the view-
point of how the organisation measures the individual's behaviour, the occasion 
could be regarded as appropriate f o r the review of the designing of the job 
i t s e l f . The query on appraising the design of a job was: 
P4.3! Do organisations attempt t o evaluate the design of a job, when 
appraising performance? 
The query was to be resolved with data from (Q.8.b). 
The p e r i o d i c i t y with which the performance of appraisal i s conducted 
could be regarded as having a l i n k tothe process of redesign of jobs. This 
w i l l be more f u l l y discussed i n Chapter 8, but the query on which data was 
collected i n the survey was: 
P4«4t How often i s performance appraisal conducted? 
This query was t o be resolved with data from (Q.S.c). 
4&1. 
Queries on Job Evaluation 
Evaluation of jobs i s mostly undertaken f o r the purpose of salary assign-
ment (see Chapter 3 ) ° Given that a wholistic perspective of jobs would regard 
the outcomes of job - and salary i s an outcome of jobs (see Chapters 2 and 5 ) ~ 
as an important variable of job design and furt h e r t h a t job evaluation leads 
t o salary determination, with the specific purpose of ensuring that the job 
content be translated i n t o equitable salary, job evaluation could be regarded 
as an input process determining the individual's experience-in-job. 
Further, those individuals interested i n the e x t r i n s i c outcomes of the job, 
e.g. salary, could be expected to be interested in.seeing t h e i r jobs w e l l loaded 
and favourably evaluated on those dimensions that the organisation uses f o r job 
evaluation. 
The high l e v e l query on job evaluation was concerned with the prevalency 
of job evaluations. The query was: 
P5: What proportion of sampled organisations Evaluate Managerial Jobs? 
The query was t o be resolved with data from (Q.9»aa). 
There i s a dearth of empirical data on organisational or personal events 
t h a t lead t o , i . e . the mechanics that t r i g g e r o f f , job re-evaluation. The 
query on re-evaluation t r i g g e r s was: 
P5.1: What events and which persons are involved i n t r i g g e r i n g job 
re-evaluations ~on managerial jobs? 
The query was t o be resolved with data from (Q.9«a). 
In Chapter 3 i s presented a c r i t i q u e on job descriptions by B r i t t o n ((1974 )> 
( 1 9 7 5 ) ) which i s based on attempts t o use job descriptions f o r salary determina-
t i o n purposes. The author attempted these t o refute the c r i t i q u e on t h e o r e t i c a l 
grounds, invoking the argument that the intent of job descriptions does not 
envisage t h e i r direct use i n salary determination. However, i t had remained a 
query i n the author's mind as to whether organisations might be attempting t o 
make such a direct use of job descriptions. The query was: 
P5.2: Do organisations assign job grades, fo r managerial jobs, s t r a i g h t 
from job descriptions? 
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The query was t o be resolved with data from (Q«9.b.). 
For managerial jobs, the l i t e r a t u r e on the nature of managerial jobs 
(Chapter 3) and the concepts of effectiveness discussed i n Chapter 4> had lead 
the author t o believe that the assignment of job grade may c a l l f o r interviews 
w i t h the job incumbent and his role-set. As t o whether t h i s happens i n 
organisational practice, was regarded as a query: 
P5«3: Are the job holders consulted and role-set asked to provide 
information f o r the purpose of assigning grades t o managerial 
jobs, i n job evaluation schemes? 
The query was t o be resolved with data from (Q.9»c) and (Q .9«d). 
The author i n the course of his own job-related work had learned that some 
organisations have job bands - f o r example, i n ICI the job bands, i n the par-
lance peculiar t o the company, are referred t o as the Green Book, Blue Book, 
Black Book and White Book. The author had been led t o believe that more than 
one method was employed i n evaluating the jobs at d i f f e r e n t bands. However, 
as no discussion on the subject of d i f f e r e n t job evaluation schema w i t h i n 
the same organisation was found i n relevant l i t e r a t u r e , the basic query i n 
the author's mind was: 
P 5 . 4 i Do organisations use d i f f e r e n t job evaluation schemes f o r measuring 
managerial jobs at d i f f e r e n t levels? 
The query was t o be resolved with data from (Q.9»e). 
Job Evaluation Schemes (see Bowey ( 1 9 7 4 ) , Bowey and Lupton ( 1 9 7 5 ) ) could 
be viewed as attempts to f i n d positive and negative aspects of the job so that 
the i n d i v i d u a l gets compensated as much f o r 'putting up with the job' as 
contributing his personal resources. Payments made under such headings as 
'danger money', 'unsocial hours 'away from home' and 'abnormal heat and l i g h t 
conditions'are essentially based on compensation f o r negative characteristics 
of jobs. From the theory building aspect of the survey, the author was interes-
ted i n f i n d i n g out the negative aspects of managerial work being recognised as 
compensatable and therefore worthy of inclusion i n the Wholistic Theory of 
Managerial Job Design. 
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The positive characteristics of work were sought, because these would be 
of the type i n terms of which, following the Herzbergian t r a d i t i o n , t h e job 
holders themselves could be expected t o seek, and job designers expected t o 
contrive, increased loading. 
The query related t o job evaluation dimension was then: 
P5.5: What job elements do organisations regard as worthy of compensation? 
The query was t o be resolved with data from ( y y . f ) . 
Queries based on Ob-.iective Setting 
The difference between, on the one hand, the process of objective setting 
and, on the other hand, the processes of job description, and performance 
appraisal, as w e l l as the connection between them was explained and i s recorded 
i n Chapter 3» 
The relevant l i t e r a t u r e on objective setting had indicated the obvious -
the process results i n giving shape to the job and channelling job incumbent 
e f f o r t s . The high l e v e l query on objective/target s e t t i n g was then: 
P6: TO what extent do organisations undertake objective setting f o r 
managerial positions? 
The query was to be resolved with data from (Q.lO.aa). 
Organisational processes l i k e MBO, assume a v e r t i c a l d i r e c t i o n - whether 
upwards or downwards - i n implementation (see Chapter 3). From the ' r e a l i t y 
of management' l i t e r a t u r e , the author discerned that i n most managerial 
positions the outputs from i n d i v i d u a l jobs are passed on as inputs to other 
jobs at the same hierarchical l e v e l . The author formed the opinion that a 
wholistic theory of managerial job design should e n t a i l , i n i t s implementation 
procedures, the involvement of the job holder's colleagues i n the objective 
se t t i n g phase. The reason f o r the author's opinion i s essentially that the 
v e r t i c a l dovmward setting of objectives process has the potential f o r eroding 
the contents of the junior positions. Consider a specific manager at any l e v e l . 
Once his objectives/targets have been set, he could simply transfer any of 
those aspects of his work that he does not l i k e , onto his own subordinates. 
Therefore, i t was envisaged that procedures f o r designing managerial jobs 
according to the wholistic theory should be based upon ( i n the opinion of the 
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author) p a r t i c i p a t i o n of the role-set who are the recipients, or providers, 
of the f o c a l manager^ outputs and inputs respectively. 
This t o p i c , linked t o procedures as i t i s , i s discussed more f u l l y i n 
Chapter 8 . For the moment, focussing on the process of objective setting as 
i t obtains i n industry, the author wanted t o f i n d out whether the 'apprentice 
model' - one person determining what the other should do - was s t i l l being 
pursued or whether industry had evolved and adopted systems more practicable 
than the MBO schemes of yesteryear.- The query on p a r t i c i p a t i o n t o the objec-
t i v e setting process was: 
P6.1s Who are the individuals who participate i n the target setting 
process f o r managerial l e v e l employees? 
The query was to be resolved with data from (QlO.b). 
One of the repeatedly reported weaknesses of MBO (see C a r r o l l and Tosi 
(1973)) i s the inordinate amount of paper work involved. Computer technology 
with f a c i l i t i e s f o r word processing and text analysis (as w e l l as the advantage 
of storage and r e t r i e v a l of, and amendments t o , documents) has the capacity to 
reduce the paper work tremendously. As the type of data generated i n an MBO 
process could be readily computerised, the author was interested i n finding out 
the extent t o which computers were being used to cope xvith the volume of data i n 
t h i s job related a c t i v i t y . The specific query related t o : 
P6.2: HOW do organisations document the objective set f o r management 
l e v e l persons? 
The query was t o be resolved with data from (Q.lO.c). 
Associated with query 6.1, discussed e a r l i e r , and the concept of documenta 
t i o n of objectives i s the persons, w i t h i n the organisation, who should hold, or 
have access t o , the target plans compiled. As most of the MBO implementations 
have been v e r t i c a l (see O'Shaugnessey (1976)), and downwards, on reading the 
relevant l i t e r a t u r e one forms the opinion that the boss stacks these documents 
away somewhere. A deduction would be - whoever sets the targets keeps the 
documents. However, i n the section on effectiveness and e f f i c i e n c y (see Chapter 
4 ) * i t has been suggested that managerial effectiveness may be evaluated i n 
terms of the degree to which one manager f a c i l i t a t e s the work of those who r e l y 
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on him f o r t h e i r inputs. This would suggest that the a v a i l a b i l i t y of the 
targets/objectives to others ( i . e . members of the role-6et) may be h e l p f u l . 
Further, i t can be envisaged that a v a i l a b i l i t y of an in d i v i d u a l manager's target 
to members of hi s role-set could help eliminate areas of undesirable overlap 
of work coverage and reduction i n role confusion (see Chapter 4 ) i n as f a r as 
t h i s l a t t e r i s due t o lack of knowledge by one person, i n what others are doing. 
However, the author was interested t o know as t o what transpired with reference 
t o a v a i l a b i l i t y of these objective plans t o other members of the organisation, 
and i n specific t o the a v a i l a b i l i t y of these documents t o members of the r o l e -
set. The query on a v a i l a b i l i t y of information t o others was: 
P6.3: I n actual practice, i n organisations that set targets/objectives 
for t h e i r managerial personnel, t o whom are the objective plans 
made available? 
The query was t o be resolved with data from (Q.lO.d). 
Readings i n l i t e r a t u r e on setting of objectives had indicated the cyclic 
nature of the process, i . e . once the targets are set, the review of results 
would lead t o the setting of new targets. The query that arose i n the author's 
mind related t o whether target setting was an organic or mechanical process. 
The focus here i s on the time domain of se t t i n g and resetting of objectives. 
By mechanical i s meant once a year, once i n s i x months, etc. By organic i s 
meant that once objectives have been set, the time domain of accomplishment 
would determine as t o when new targets can be set. The query on the time domain 
of action could be verbalised as: 
P 6 . 4 : I n the implementation of target setting at managerial l e v e l , are 
the targets mechanically or organically reconsidered? 
The query was to be resolved by data from (Q.lO.a). 
Queries regarding information systems f o r objective s e t t i n g 
The interdependent nature of the managerial jobs where, conceptually, one 
job must dovetail i n t o another has been discussed many times. S p e c i f i c a l l y the 
objectives set f o r accomplishment by a pa r t i c u l a r manager depend upon inputs 
from other jobs and at the same time the outputs from t h i s p a r t i c u l a r job may 
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act as inputs t o other jobs. This suggests that i n the planning f o r , assignment 
of, and evaluation of accomplishment of objectives/goals/targets there would 
be a tremendous need f o r readily available and timely information which of 
necessity would have t o be accurate as wello 
Lucas ( 1 9 7 6 ) suggests that over the l a s t two decades organisations have 
shown a great deal of dynamism i n developing management information systems 
(MIS)o Furthermore, investigation i n t o the relevant l i t e r a t u r e - surveys into 
the computers conducted by Churchill, Kempster and Uretsky ( 1 9 6 9 ) , Tricker ( 1 9 7 6 ) 
and textbooks of MIS, e.g. Higgins ( 1 9 7 6 ) - revealed some inte r e s t i n g uses of 
MIS i n the f i e l d of target s e t t i n g , f o r managerial s t a f f . Moreover the p o t e n t i a l 
f o r the uses of ,MIS i n target setting seemed t o be even more than the reports on 
accomplished projects. 
Nevertheless, the author was uncertain about the extent t o which - i.e. 
the prevalency - organisations use MIS f o r objective s e t t i n g . The l i t e r a t u r e 
had indicated a trend but the prevalency at the time of the survey was unknown. 
The high l e v e l query on the use of MIS i n target setting was: 
P7: The proportion of organisations which used MIS f o r monitoring performance 
of managerial l e v e l job holders. 
The query was t o be resolved with data from (Q.ll.aa). 
Of obvious int e r e s t were the informational contents of the p a r t i c u l a r MIS 
being used. The int e r e s t here was i n the generic t y p i f i c a t i o n of the informa-
t i o n system rather than on the actual formation contents of the system. The 
query on generic type was, therefore: 
P7 .1: What types of information system do organisations use f o r monitoring 
managerial performance? 
The query was t o be resolved with data from ( Q . l l . a ) . 
Rochart ( 1 9 7 9 ) and his team at MIT have developed the concept of C r i t i c a l 
Success Factors, the process of the delineation of which, they claim, t o be 
highly successful i n determining the informational needs i n specific areas. 
Ea r l i e r , i n connection with job descriptions, has been presented a c l a s s i -
f i c a t i o n framework based on inputs, throughputs and outputs. I n organisations 
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using MIS f o r objective se t t i n g , the author wished p a r t i c u l a r l y t o ascertain 
whether t h i s basic a c t i v i t y model could be used f o r c l a s s i f i c a t i o n of informa-
t i o n carried i n the MISo Data, t o support the analytic power of the a c t i v i t y 
model, acquired i n connection with objective setting information would provide 
an additional methodological tool' f o r determining the information needs associa-
ted with the C r i t i c a l Success Factors.. The query on the a c t i v i t y model analysis 
was: 
P7-2: Can the information carried i n the MIS used for objective setting 
be c l a s s i f i e d on the basic a c t i v i t y model? 
The query was t o be resolved with data from (Q.ll.b) and ( Q . l l o c ) 0 
E a r l i e r , i n connection with Objective Setting Queries, p a r t i c i p a t i o n by the 
incumbent's role set has been discussedo The reason f o r suggesting p a r t i c i p a t i o n 
as a means of deriving organisationally e f f e c t i v e goals was based on the poten-
t i a l f o r contributing useful and necessary information. I n organisations 
already using MIS f o r goal s e t t i n g , i t i s conceivable that the r o l e - s e t - p a r t i c i -
pation could be through these l a t t e r individuals submitting t h e i r requests or 
offers through the MIS i n use. The query on p a r t i c i p a t i o n through MIS was; 
P 7 o 3 : I n organisations using MIS f o r objective se t t i n g , which job related 
individuals contribute information? 
The query was t o be resolved with data from ( Q . l l . d ) . 
Queries on Manpower Planning 
I n Chapter 3 was stated that the most commonly accepted d e f i n i t i o n of 
manpower planning i s : 
A process concerned with providing the r i g h t number and kinds of people, 
at the r i g h t place, at the r i g h t time doing things which help t o f u l f i l 
organisational as w e l l as i n d i v i d u a l objectives. 
I t seemed t o the author, on the basis of t h i s d e f i n i t i o n , that a l l organisations 
should be involved i n manpower planning. Readings i n relevant l i t e r a t u r e showed 
reports on how some organisations had undertaken projects i n t h i s area, or on 
how i t was being undertaken on an ongoing basis (see Howard, Branham, Cannon and 
Johnston (1975)) and Dulewicz and Keeney (1977)), the search did not reveal any 
s t a t i s t i c s on whether a l l organisations'did undertake manpower planning i n any 
formal way. 
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The high l e v e l query was: 
P8: What proportion of organisations undertake manpower planning i n a 
formal way? 
The query was to be resolved with data from (Q.12.aa). 
From Yewdall (1969)> manpower planning could be undertaken at d i f f e r e n t 
levels. At in t e r n a t i o n a l regional levels, at national l e v e l , at the l e v e l of 
the industry, at the l e v e l of the f i r m and f i n a l l y at the l e v e l of the u n i t , 
i . e . the unit of analysis may be macro-macro or micro-micro. Given that a 
specific manpower plan can be at any l e v e l , the important thing i s that t h i s 
plan should be conceptually linked t o the manpower plans at levels higher t o i t . 
The query on linkage of manpower plans was: 
P8.1: Are the organisational manpower plans for managerial s t a f f United 
t o the industry-manpower-plans? 
The query was t o be resolved with data from (Q.12.a). 
Planning f o r the future i s necessary f o r change and for contingencies. 
Given that organisations would be planning f o r growth, steady state or contrac-
t i o n and given that employees may move out due t o retirements or outside offers 
t h a t su i t them better, succession planning seemed t o the author t o be an 
important aspect of manpower planning that most organisations should be involved 
i n . The query associated with succession planning was: 
P8.2: Do a l l organisations, claiming t o be involved i n manpower planning 
f o r managerial s t a f f , undertake succession planning? 
Note that t r a i n i n g plans would also be f a c i l i t a t e d by succession planning. 
The query was to be resolved with data from (Q.12.b). 
Given the high cost of recruitment and t r a i n i n g , and the observationof 
researchers, e.g. Penzer (I973)j that r e c r u i t e r s tend to select over-qualified 
people, who are i n t u r n more l i k e l y t o e x i t the organisation, the author formed 
the view that the synchronisation of the r e c r u i t i n g with manpower planning 
should be natural. The query here was: 
P8.3: Are organisational practices i n the area of managerial recruitment 
linked t o the organisational l e v e l manpower plans? 
Note that the above linkage would also be required i f succession planning 
i s being undertaken. 
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The query was t o be resolved with data from (Q.12.c) and (Q.13»a). 
The fundamental purpose of manpower planning, as stated at the s t a r t of t h i s 
subsection being t o ensure that i n d i v i d u a l and organisations goals are being 
achieved, while the i n i t i a l manpower plans would be devised t o f u l f i l t h i s 
purpose, feedback information would be needed to check on success of planning 
and feedforward would ensure th a t subsequent planning, depending on the i n i t i a l 
~ . ^ . „ . i . ^ J ^ ~ " ~ u.- t, ~ ~ - ~ i — f • i — — ' 
existing design of the jobs should be taken i n t o consideration i n planning. 
The query on the feedback and feedforward was: 
P8.4: DO organisational manpower plans take into account the ex i s t i n g 
q u a l i t y of the design of the managerial jobs? 
The query was t o be resolved with data from (Q.12.a). 
Queries on 'annual- recruitment* 
Large organisations are often involved i n annual intakes of young i n d i v i -
duals coming to the job market - the r e c r u i t s could be school leavers or 
unive r s i t y graduates. The subject of 'annual intake' i s not w e l l covered i n 
organisational l i t e r a t u r e ; i f one can judge from the author's experience i n 
searching f o r t h i s topic i n t h i s type of l i t e r a t u r e . The author was interested 
to know what types of organisation i n fact were involved i n such kinds of 
block-intakes. By type i s meant big or small, production or research, nation-
a l l y owned or foreign owned, etc. The high l e v e l query, thus, was: 
P9: What proportion of organisations i s engaged i n block recruitments 
f o r p o t e n t i a l managerial s t a f f , and can such organisations be 
' characterised? 
The query was t o be resolved with data from (Q.13.aa) and (Q.l t o Q.3)» 
The obvious expectation was that some sort of l i n k between the block 
intake practice and organisational manpower plans would ex i s t . However, an 
absence from the l i t e r a t u r e promoted the e f f o r t t o c o l l e c t primary data. 
The query on l i n k s between block recruitment practice and manpower planning was: 
P9.1: For those organisations involved i n block recruitment f o r p o t e n t i a l 
managerial s t a f f , i s the recruitment practice linked t o manpower 
planning? 
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The query was t o be resolved with data from (Q.13.a). 
Another aspect of in t e r e s t t o the author was the amount of control exercised 
by the organisation on the block recruitment process. Control necessitates the 
comparison between desired and manifest, (see Chapters 3 and 4)» The query on 
control, with respect t o block recruitment, r e l a t i n g t o the effect of r e c r u i t -
ment practices on the design of e x i s t i n g jobs, was: 
P9^2: In organisations involved i n block recruitment f o r p o t e n t i a l managerial 
s t a f f , are the effects of recruitment policies on the design of current 
jobs investigated? 
The query was t o be resolved with data from (Q.13.b). 
Not knowing whether organisations would be involved i n managerial job 
design, to capture the above results the abo,re query might be rephrased i n 
terms of 
' behaviour of r e c r u i t s subsequent to recruitment' 
and t h i s was t o be resolved with data from (Q.13.c). 
Queries related t o t r a i n i n g 
As suggested i n Chapter 3> tra-ining f a c i l i t a t e s : 
1. The i n d i v i d u a l to do his current job w e l l , 
or 2. Prepares him f o r new positions, h i e r a r c h i c a l l y l a t e r a l or above 
the one currently occupied. 
Given t h i s perspective, t r a i n i n g could be regarded as an e f f o r t t o f i t the 
man t o the job. Some engineering i s involved, rather than selection. This 
method of achieving f i t at the individual/organisation interface could be 
regarded as a job design technique. The high l e v e l query i n the author's mind 
was: 
P10: What proportion of organisations are involved i n arranging t r a i n i n g 
schemes f o r t h e i r managerial s t a f f , and can a p r o f i l e of such 
organisations be b u i l t ? 
The query was t o be resolved with data from (Q.14«aa) and (Q.l t o Q.3). 
There were several sub-queries regarding the organisation of the t r a i n i n g . 
Job r o t a t i o n , the method of putting the incumbent of one position temporarily 
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i n t o another gob, could be regarded as having some natural advantages: on the 
job, d i r e c t , l i t t l e overhead costs. The query regarding the use of job r o t a t i o n 
was: 
P10.1: To what extent i s job r o t a t i o n used i n industry, and are there 
special types of organisations that use t h i s method f o r t r a i n i n g 
purposes? 
The query was to be resolved with data from (Q.14.d) and (Q.l t o Q.3)° 
According to Boyce (1973)> however, the use of job r o t a t i o n i s often l i m i t e d 
to those who are regarded most promotable. The query, then, was: 
P10.2: Do a l l managerial l e v e l personnel take part i n some tra i n i n g ? 
The query was t o be resolved by data from (Q.14.a). 
The purpose of job design, as stated i n Chapter 1, being t o seek to i n t e -
grate i n d i v i d u a l and organisational goals, the author thought i t highly desirable 
t h a t the t r a i n i n g that i n d i v i d u a l took part i n should be co-determined by him. 
The query here was: 
P10<>3: To what extent do organisations permit t h e i r managerial s t a f f t o 
co-determine the t r a i n i n g they receive? 
The query was t o be resolved with data from (Q.]_4-b). 
Job r o t a t i o n i s l i k e l y to be i n t e r n a l l y organised. I t could also be 
suggested that some kinds of t r a i n i n g programmes are l i k e l y to be more cost 
eff e c t i v e i f i n t e r n a l l y aganised. An additional advantage of 'own organised' 
t r a i n i n g programmes would be that the actual problems faced i n the past could 
help b u i l d these programmes. Looked at i n t h i s way i n t e r n a l l y organised courses 
could become exercises i n delineation of 'sources of problems ', while at the 
same time serve t o impart s k i l l s . The query was: 
P10.4: To what extent do organisations arrange in-house t r a i n i n g programmes? 
The query was t o be resolved with data from (Q.14«c). 
Obviously, the organisation may f i n d i t less cost e f f e c t i v e t o organise 
some types of t r a i n i n g w i t h i n ; f u r t h e r , learned societies may organise sp e c i a l i s t 
conferences and symposia of pa r t i c u l a r i n t e r e s t t o only a small number of people 
w i t h i n any organisation. The query on p a r t i c i p a t i o n p o s s i b i l i t i e s i n learning 
events outwith the organisation was: 
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P10o$: To what extent do o r g a n i s a t i o n s permit t h e i r managerial personnel 
t o a t t e n d conferences and symposia? 
The query was t o be resolved w i t h data from (Q.li+.e). 
Query on s a l a r y d etermination 
O r g a n i s a t i o n a l l i t e r a t u r e i s q u i t e s i l e n t on c e r t a i n aspects of s a l a r y 
d e t e r m i n a t i o n : the e x t e r n a l i n f l u e n c e s , l i k e government advice - pay r e s t r a i n t s -
e f f e c t s "of union demands ( i n those o r g a n i s a t i o n s t h a t have managerial employee 
u n i o n s ) , the company's a b i l i t y t o pay, e t c . , the author found t o be not so 
c l e a r l y r e p o r t e d . So the query i n t h e researcher's mind was: 
P l l : What are the c o n d i t i o n s and events which i n f l u e n c e s a l a r y determination? 
The query was t o be resolved by data from ( Q . 1 5 ) . 
Query on i n t e r n a l promotions 
While f o r some org a n i s a t i o n s i t may be not only d e s i r a b l e but necessary t o 
promote from w i t h i n , f o r others i t may not be necessary - rather, o r g a n i s a t i o n s 
may b e n e f i t by r e c r u i t i n g from outside due t o a c q u i s i t i o n of new ideas. Recruit 
i n g from outside could t h e r e f o r e be regarded as an i n f u s i o n process which prevent 
1 i n - b r e e d i n g T h e type of o r g a n i s a t i o n f o r which i n t e r n a l promotions may be 
t h e o n l y way t o perpetuate and m a i n t a i n would be the Armed Forces. 
Through hearsay, r a t h e r than published m a t e r i a l , t h e author was l e d t o 
b e l i e v e t h a t some companies p r e f e r t o f i l l senior p o s i t i o n s through i n t e r n a l 
promotions r a t h e r than e x t e r n a l r e c r u i t m e n t (and one o f t e n hears of IBM pursu-
i n g such p r a c t i c e s ) . On the other hand, other o r g a n i s a t i o n s i n c l u d i n g t h e 
u n i v e r s i t i e s and the UK p o l i c e forces o f t e n w i d e l y a d v e r t i s e p o s i t i o n s vacant; 
t h e s e l e c t i o n procedure attempts t o ensure t h a t t h e 'best* candidate gets the 
j o b ; at l e a s t i n theory, t h e i n t e r n a l and e x t e r n a l candidates have an equal 
chance. Of course, i t i s possible t o v i s u a l i s e s i t u a t i o n s where jobs might, 
t h r o u g h preference, be o f f e r e d t o e x t e r n a l candidates. This could even happen 
as a matter of p o l i c y i n senior posts. This e x t e r n a l / i n t e r n a l promotion was of 
i n t e r e s t t o the author. The query was: 
P12: Do organisations p r e f e r t o pursue i n t e r n a l promotion p o l i c i e s w i t h 
respect t o managerial s t a f f ? 
The query was t o be resolved w i t h data from ( Q . 1 7 ) . 
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Cumming and Schwab (1978) present a t h e o r e t i c a l argument, based on develop-
mental perspective on performance e v a l u a t i o n , as to why o r g a n i s a t i o n s should pursue 
and encourage a p o l i c y of promotions from within.. 
Queries on s k i l l based l a t e r a l moves 
There can be o r g a n i s a t i o n a l changes which n e c e s s i t a t e a c q u i s i t i o n of new 
s k i l l s o For example the company may acquire a computer, where p r e v i o u s l y i t 
had none, which would f o r i t s operations r e q u i r e s t a f f , i n c l u d i n g managerial 
l e v e l , f o r i t s operationo This being a new technology, i t i s conceivable t h a t 
i n d i v i d u a l s w i t h i n t h e o r g a n i s a t i o n may wish t o move i n t o i t . I f and when such 
s i t u a t i o n s a r i s e , t h e query i n t h e author's mind was: 
P13s Do o r g a n i s a t i o n s permit t h e i r managerial l e v e l s t a f f t o move over t o 
•new s k i l l ' areas? 
This query was t o be resolved w i t h data f r o m (Qol8)o 
Query on f l e x i - t i m e 
F l e x i - t i m e has been mentioned, i n Chapter 3> as a possible means of f a c i -
l i t a t i n g the manager t o have increased 'time-alone'« The i m p l i c a t i o n was t h a t 
i f people are f r e e t o choose t h e i r o f f i c e hours, w h i l e some may p r e f e r e a r l y 
s t a r t i n g , others would choose l a t e s t a r t i n g - thereby, i n t h e s t a t i s t i c a l sense, 
the p r o b a b i l i t y of disturbances would be reduced over c e r t a i n ' i n o f f i c e ' 
periodSo However, i t i s conceivable t h a t some types of organisations - say, 
those where t h e work requires a c e r t a i n number t o s t a r t t o g e t h e r - may not be 
i n a p o s i t i o n t o permit flexi-time<> The author was t h e r e f o r e i n t e r e s t e d t o know: 
P14: How prevalent i s the p r a c t i c e of f l e x i - t i m e and can p r o f i l e s be 
made of o r g a n i s a t i o n s t h a t do, and do n o t , permit f l e x i - t i m e ? 
The query was t o be resolved w i t h data from (Q.19). 
Queries i n career planning 
Organisation l i t e r a t u r e was not able t o c l a r i f y , f o r the author, c e r t a i n 
aspects of career planning•> 
The t h r e e queries i n t h i s area were: 
P15.1: Are i n d i v i d u a l s t o l d of t h e career plans the o r g a n i s a t i o n 
envisages f o r i t s managerial employees? 
P 1 5 . 2 : I s t r a i n i n g organised i n p u r s u i t of these plans? 
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P15»3t Are i n d i v i d u a l s ' views on t h e envisaged plans ascertained? 
These queries were t o be resolved i n t h e data from ( l 6 0 a ) , ( l 6 . b ) and 
( l 6 « c ) r e s p e c t i v e l y . 
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6 . 3 • Questionnaire development 
The f i n a l v e r s i o n of t h e quest i o n n a i r e presented as Appendix 6 . 1 , 
was the product o f several d r a f t s where each succeeding v e r s i o n was an attempt 
at c l a r i f y i n g , s i m p l i f y i n g and shortening. The basis of each r e d r a f t was 
discussions w i t h people i n v o l v e d i n t r a i n i n g , etc. i n terms of words, phrases, 
layout and response lype (checking and i n t e r v a l s c a l e s ) . 
P i l o t study 
The s e v e r a l d r a f t s ended i n a p i l o t study instrument. Eight managerial 
p o s i t i o n holders from d i f f e r e n t f u n c t i o n s , h i e r a r c h i c a l l e v e l s and i n d u s t r y 
type were r e c r u i t e d f o r the p i l o t study. The b r i e f given t o t h e p i l o t study 
p a r t i c i p a n t s was e s s e n t i a l l y : 
Step 1 : - Attempt t o respond t o t h e questionnaire as i f t h i s were a r e a l study 
- Those questions not c l e a r l y p o s i t e d should be om i t t e d at f i r s t 
r eading. 
- Maintain time check f o r each p a r t . 
Step 2 : - At the end of step 1, re-analyse t h e items already completed f o r 
ambiguity due t o vague terminology. 
• Step 3 1 ~ Re-attempt those items l e f t out i n step 1, n o t i n g down reasons 
f o r i n i t i a l d i f f i c u l t y , and suggestions f o r improvement. 
- Mai n t a i n time check f o r the step. 
At t h i s stage the p i l o t study p a r t i c i p a n t s d i d not know the purpose of the 
qu e s t i o n n a i r e . The instrument was re-designed i n the l i g h t o f feedback and the 
same p a r t i c i p a n t s , now t o l d t h e purpose of t h e instrument ( i . e . t o survey job 
design p r a c t i c e s ) , were asked t o comment on t h e pertinence of t h e items f o r 
e l i c i t i n g i n f o r m a t i o n on job design p r a c t i c e s . 
The qu e s t i o n n a i r e form 
The f i n a l instrument i s i n t h r e e p a r t s ; t h e conceptual s p l i t of the parts 
f o l l o w s the data c l a s s i f i c a t i o n g i v e n i n Section 6 . 1 . 
VJherever possible t h e f o l l o w i n g n o t i o n of p o s i t i n g questions was adopted: 
respondents were asked whether a c e r t a i n event or process occurs, or concept or 
e n t i t y e x i s t s , i n t h e i r o r g a n i s a t i o n , e.g. are performance a p p r a i s a l s undertaken, 
and i f the response i s "yes, " then t h e respondents were asked s u b s i d i a r y questions 
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I f t h e response was "no" they moved on the next main question. I n t h e p i l o t 
study only two responses boxes were provided f o r such e s s e n t i a l l y dichotomous 
items| experience i n t h e p i l o t study, however, i n d i c a t e d the d e s i r a b i l i t y of 
p r o v i d i n g f o r the t h i r d type o f response: "don't know". 
Response types 
2. Time dependent, i . e . frequency of occurrence, questions were provided 
w i t h response space as f o l l o w s , 'never' 'always' 'sometimes'and Tdon't know.' 
3 e Questions aimed a t e v a l u a t i n g i n t e n s i t y r e q u i r e d responses on e i t h e r a 
7 p o i n t or a 9 p o i n t , L i k e r t - l i k e , s c a l e . Only two items on the q u e s t i o n -
n a i r e used t h i s type of s c a l e: items numbered (7«d.) and (24»a.)« 
Open space 
The open-endedness of t h e questionnaire design due t o t h e e x p l o r a t o r y 
nature of the survey was discussed e a r l i e r . Those questions i n which raw, 
primary, data was sought were p o s i t e d such t h a t t h e respondents were provided 
w i t h a l t e r n a t i v e responses f o l l o w e d by s e v e r a l empty l i n e s , preceded w i t h the 
r u b r i c " o t h e r s , please s p e c i f y " . The responses provided were those t h a t the 
author, as a consequence of l i t e r a t u r e r e p o r t e d i n Ohapers 2 t o 5, thought most 
l o g i c a l ; the reason f o r the form adopted i n t h e l a y o u t of t h e items was, w h i l e 
encouraging the respondents t o s t a t e t h e i r own responses by conceiving the 
incomplete nature of the answers provided, t o channel t h e i r thoughts along 
c e r t a i n l i n e s . 
I n d i c a t i o n of type of respondent 
I t was the consensus of the p a r t i c i p a n t s i n the p i l o t study t h a t the 
document would r e q u i r e a c e r t a i n degree of s o p h i s t i c a t i o n as w e l l as sympathy 
f o r research on the p a r t of t h e survey p a r t i c i p a n t s . The s o p h i s t i c a t i o n was 
i n terms o f understanding the concepts t h a t the instrument was designed t o 
gather data on; sympathy was necessary as the instrument took 60-75 minutes 
f o r completion. 
onse 
The. mif is+.T onnair° ^ s e 0 t h e f o i l m re of 
!• 'Yes,' 'no' and 'don't know'as discussed above. 
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6 . 4 * Prospective Respondent Population 
One of t h e important methodological problems faced was the d e c i s i o n regard-
i n g the respondents t o be r e c r u i t e d . The a c t u a l design of the que s t i o n n a i r e 
r e l a t e s t o the decisions concerning the t a r g e t e d respondents. I n f a c t , the 
r e s o l u t i o n of decisions i n t h i s area took the f o l l o w i n g s t r u c t u r a l form: 
1. Decision concerning which I n d i v i d u a l w i t h i n o r g a n i s a t i o n s should be 
requested t o p a r t i c i p a t e . 
2. Decision concerning sampling techniques f o r c o n t a c t i n g d i f f e r e n t types 
of o r g a n i s a t i o n s . 
These two aspects, i . e . type of o r g a n i s a t i o n and of i n d i v i d u a l respondents 
w i t h i n these o r g a n i s a t i o n s , w i l l be discussed now. 
Type of respondent w i t h i n o r g a n i s a t i o n 
E s s e n t i a l l y , the f o l l o w i n g two s t r a t e g i e s were considered: 
l o Requesting the - 'Personnel Managers' i n each t a r g e t e d o r g a n i s a t i o n t o 
complete the qu e s t i o n n a i r e . 
2. Requesting 'Operating Managers' i n the t a r g e t e d o r g a n i s a t i o n t o complete 
th e q u e s t i o n n a i r e . The term o p e r a t i n g managers in c l u d e d a l l personnel 
w i t h i n an o r g a n i s a t i o n who may be c l a s s i f i e d as managerial l e v e l s t a f f . 
This method of choice i s consistent w i t h the d e f i n i t i o n adopted i n 
Chapter 1. 
The possible advantages of adopting the f i r s t s t r a t e g y were considered 
1. Homogeneity of t h e respondents w i t h respect t o t h e i r background -
personnel f u n c t i o n . 
2. The higher p r o b a b i l i t y t h a t the respondents would: 
(a) be f a m i l i a r w i t h t h e concept and term of Job Design . 
(b) know the extent of prevalency w i t h i n t h e o r g a n i s a t i o n of Job 
Design and know the events and processes w i t h respect t o which 
items i n t h e quest i o n n a i r e were t o be aimed i n e l i c i t i n g raw data. 
The possible disadvantages of t h i s approach were considered t o be: 
1. The managerial jobs may be designed i n ways and through methods over 
which the personnel f u n c t i o n may have no d i r e c t ' c o n t a c t and over which 
t o be: 
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they may have only tenuous c o n t r o l . 
2. Respondents i n t h e managerial f u n c t i o n may complete t h e questionnaire 
and r e p o r t the s i t u a t i o n as 'should be' and not 'as i s . ' 
The author chose t h e second approach. The reason f o r t h i s p a r t i c u l a r choice l a y 
i n t h e author's c o n c e p t u a l i s a t i o n of j o b design being r e l a t e d t o i n d i v i d u a l 
experience-in-job and,as such, data was t o be c o l l e c t e d from a sample of a l l 
managerial employees r a t h e r from a sample o f personnel managers only. 
The above d e c i s i o n r a i s e d another, s u b s i d i a r y , problem - what types of 
respondents t o choose? This i s now b r i e f l y discussed. 
Anchoring the respondent p o p u l a t i o n 
I t was decided t o r e l a t e the respondents t o some f i x e d system of c l a s s i f y -
i n g o r g a n i s a t i o n s i n which they h e l d j o b s , i . e . i n t h e type of i n d u s t r y i n d i v i -
duals were employed i n , r a t h e r than the type of job h e l d by them. 
D i f f e r e n t c l a s s i f i c a t i o n systems f o r t y p i f y i n g o r g a n i s a t i o n s have been 
devised by researchers and government agencies. The I n d u s t r i a l T r a i n i n g Boards 
( 1 9 7 6 ) , f o r example, have been e s t a b l i s h e d on the basis of commonality of raw 
m a t e r i a l s and products. Methods adopted by geo-economic researchers i n c l u d e 
Growing - Steady s t a t e - D e c l i n i n g i n d u s t r y t y p e , and geographic l o c a t i o n by 
re g i o n (see Cross ( 1 9 8 0 ) ) . The Ce n t r a l S t a t i s t i c a l O f f i c e annually publishes 
s t a t i s t i c s showing, i n t e r a l i a , number of jobs i n d i f f e r e n t I n d u s t r y types. The 
Annual Abstract of S t a t i s t i c s ( 1 9 7 5 ) > f o r example, i n Table I 4 6 , shows the number 
of jobs w i t h i n d i f f e r e n t types of employment, c l a s s i f i e d according t o t h e 1 9 6 8 
Standard I n d u s t r i a l C l a s s i f i c a t i o n . 
To make the survey sample r e p r e s e n t a t i v e o f jobs i n the U.K., i t was 
decided t o adopt t h i s t a b l e as a guide f o r sample s t r a t i f i c a t i o n . 
Choice o f i n d i v i d u a l s i n v i t e d t o p a r t i c i p a t e 
A problem i n h e r e n t i n the above two decisions was t h a t of c o n t a c t i n g i n d i - . 
v i d u a l s t o p a r t i c i p a t e in the survey. This was resolved w i t h the h e l p of the 
address book published annually by t h e Business Graduates A s s o c i a t i o n (BGA); 
the book, besides c o n t a i n i n g the home and o f f i c e addresses, c l a s s i f i e s members 
according t o t h e type of employment h e l d by members. The BGA employment type 
c l a s s i f i c a t i o n being d i f f e r e n t from t h e standard, a t a b l e of equivalence was 
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drawn up by the author. This equivalence t a b l e i s shown i n Appendix 6 . 2 -
The Business Graduates A s s o c i a t i o n address book ( 1 9 7 9 ) contains a 2 5 i t e m 
employment-type c l a s s i f i c a t i o n . Appendix 6.2 explains how, through the 
c o n s t r u c t i o n of an equivalence t a b l e between the BGA c l a s s i f i c a t i o n and t h e 
standard i n d u s t r i a l c l a s s i f i c a t i o n , a sampling procedure, which would ensure the 
sampled managerial p o p u l a t i o n t o be r e f l e c t i v e of t h e B r i t i s h i n d u s t r y , was 
adopted. 
Sample size 
The BGA address book contains addresses of members whether they work over-
seas or i n t h e U.K.j i t was decided t o contact only those w i t h i n t h e U.K. The 
a p p l i c a t i o n of t h i s c r i t e r i o n gave a p o t e n t i a l t a r g e t p o p u l a t i o n of around 4 0 0 
i n d i v i d u a l s . Since the author's purpose was t o gain an understanding of the 
cur r e n t p r a c t i c e s i n managerial job design from a broad cross s e c t i o n of U.K. 
employing o r g a n i s a t i o n s i t was decided t o aim f o r 1 0 0 fusable' completed q u e s t i o n 
n a i r e s . 
Conduct of'survey 
The d e c i s i o n t o conduct t h e survey through the Royal M a i l brought many 
problems, associated w i t h response r a t e s t o the f o r e . Response r a t e d i f f i c u l -
t i e s are i n v a r i a b l y always faced by researchers using the p o s t a l survey method. 
The author was aware t h a t t h e l i t e r a t u r e r e p o r t e d p o s s i b l e d i f f i c u l t i e s and 
suggested a n t i d o t e s . I n a way, emphasis on designing the q u e s t i o n n a i r e empha-
t i c a l l y and choosing the response class from among Business School graduates 
were both aimed at i n c r e a s i n g the chances of high completion r a t e s . Pace ( 1 9 3 9 ) 
r e p o r t s an 8 5 $ response r a t e f r o m questionnaires sent out t o alumni. The 
research plan envisaged i n c o r p o r a t i n g Durham graduates as f a r as p o s s i b l e . 
T a l l e n t and Reiss ( 1 9 5 9 ) and Plog, T a l l e n t and Reiss ( 1 9 6 3 ) r e p o r t t h a t 'oneness 
w i t h t h e researcher and t h e p r o j e c t ' c o n t r i b u t e towards high response r a t e s . I t 
was thought t h a t the research area, i . e . d e s c r i p t i o n o f how the i n d i v i d u a l ' s 
job took shape, would be of i n t e r e s t t o the respondents. However, t o s t i m u l a t e 
the response r a t e f u r t h e r , t h e covering l e t t e r t o Durham graduates was w r i t t e n 
by the Dean of the Faculty of S o c i a l Science - t h i s was done t o t a p t h e i r 
'oneness' w i t h the i n s t i t u t i o n , i . e . Durham U n i v e r s i t y Business School. The 
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covering l e t t e r t o non-Durham graduates was w r i t t e n and signed by the author 
h i m s e l f . I n t h i s l a t t e r l e t t e r was a statement i n t h e form of an appeal d i r e c t e d 
at a r o u s a l o f what has been termed by Dillman ( 1 9 7 2 ) , " f e e l i n g of r e c i p r o c i t y " , 
based on Business School background and f e l l o w s h i p of l e a r n i n g . 
The suggestion by Dillman ( 1 9 7 2 ) t h a t p e r s o n a l i s a t i o n should be pursued was 
s t r i c t l y adhered t o : the quest i o n n a i r e copy and the covering l e t t e r s were 
p e r s o n a l l y signed and the l e t t e r had the p o t e n t i a l respondent's name and address 
typed on an i n d i v i d u a l b a s i s . Kahle and Sales ( 1 9 7 8 ) also recommend p e r s o n a l i -
s a t i o n as a method of s t i m u l a t i n g the response r a t e . The observation by F e r r i s s 
( 1 9 5 1 ) t h a t t h e use of "deadlines" s t i m u l a t e s t h e response r a t e was also 
f o l l o w e d through, by the i n c l u s i o n of a deadline i n t h e covering l e t t e r . The 
deadline was set at th r e e weeks w i t h respect t o the date of p o s t i n g . The use 
of deadlines i s , however, a moot p o i n t . Henley ( 1 9 7 6 ) r e p o r t s t h a t i n h i s com-
p a r a t i v e study he found no d i f f e r e n c e between r e t u r n s from t h e two s e t s : those 
marked w i t h a deadline and those not thus marked. Nevertheless, Henley's 
r e s u l t s are not very convincing, as he allowed f o r o n l y a week between p o s t i n g 
the questionnaire and the due date (he posted the questionnaires on the 3 0 t h 
March, bearing the stamped statement "Please r e t u r n by 7 t h A p r i l " ) . Late m a i l 
and temporary absence from address, could have prompted those s o l i c i t e d t o t h i n k 
t h a t t h e i r r e t u r n s would not be on time and t h e r e f o r e t h e i r e f f o r t s at comple-
t i o n r a t h e r f u t i l e . I n t h e survey conducted by the author, t h r e e weeks were 
allowed; moverover, the deadline statement was q u a l i f i e d : " I f a t a l l p o s s i b l e , 
please r e t u r n by " The t h r e e week deadline gets e m p i r i c a l support from 
Roberts, McCrory and F o r t h o f e r ( 1 9 7 8 ) . 
One method reported i n the l i t e r a t u r e as d e f i n i t e l y i n c r e a s i n g r e t u r n r a t e s , 
was purposely r e j e c t e d . This method in v o l v e s sending f o l l o w - u p l e t t e r s o r 
reminders. Complete anonymity was guaranteed t o those s o l i c i t e d and no e f f o r t 
was made t o mark the copies sent out. I n these circumstances, reminders 
would have e n t a i l e d sending l e t t e r s t o a l l i n i t i a l l y contacted. This, i t was 
f e l t , would only antagonise those who had already r e p l i e d and i n any case t h e 
cost would have been hi g h . 
However, d i f f i c u l t i e s i n the response r a t e d i d a r i s e . The i n i t i a l scheme 
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f o r s o l i c i t i n g respondents and methods used t o s t i m u l a t e t h e response r a t e 
are f u l l y described i n Appendix 6 . 3 . 
As the d e c i s i o n t o anchor the survey on i n d u s t r i a l c l a s s i f i c a t i o n had been 
made, i t was decided t o d i s t r i b u t e the questionnaires i n 3 waves. The r e t u r n s 
f r o m t h e f i r s t wave were s y s t e m a t i c a l l y checked f o r i n d u s t r i a l c l a s s i f i c a t i o n , 
and t h e second wave adjustments made t o compensate f o r d i s p r o p o r t i o n s on 
r e t u r n s from the f i r s t wave. For e-xampie, I f 1 0 questionnaires were sent t o 
i n d u s t r i a l c l a s s i f i c a t i o n "A" and-10 were sent t o c l a s s i f i c a t i o n "B" and r e t u r n s 
were 2 and 5 r e s p e c t i v e l y f o r these i n d u s t r i a l c l a s s i f i c a t i o n s , t hen i n the 
second wave adjustments would r e q u i r e t h a t more be sent out t o i n d u s t r i a l 
c l a s s i f i c a t i o n "A". The t h i r d wave would depend on t h e combined r e s u l t s of 
waves one and two. Problems associated w i t h "defacing of i n d u s t r i a l codes" by 
respondents, i s also discussed i n Appendix 6.3« 
A l t o g e t h e r , i n c l u d i n g the l a t e a r r i v a l s , 1 0 5 evaluable responses were 
received. This gives a r e t u r n r a t e of 4 2 . 9 $ - on i t s own not h i g h , but compared 
w i t h some other r e t u r n r a t e s r e p o r t e d i n Chapters 2 - 6 , on t h i s and r e l a t e d areas 
i s h i g h . 
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6 . 6 . Results and a n a l y s i s of the survey data 
The various queries s t a t e d i n Section 6 . 2 w i l l be resolved i n t h i s s e c t i o n 
i n terms of t h e data c o l l e c t e d . Note t h a t the whole discussion w i l l be based on 
the data c o l l e c t e d even when q u a l i f y i n g statements l i k e " i n terms of data 
c o l l e c t e d " e t c . are not e x p l i c i t l y made i n order t o avoid r e p e t i t i o n . Further, 
throughout t h i s s e c t i o n , even when the a d j e c t i v a l phrase " m a n a g e r i a l " i s o m i t t e d , 
wherever j o b design i s mentioned, i t i s managerial job design t h a t i s being 
r e f e r r e d t o and discussed. 
6 . 6 . 1 . Queries r e l a t e d t o .job design p r a c t i c e s 
Query P I : To what extent i s an attempt made, i n o r g a n i s a t i o n s , t o design 
the managerial jobs? 
Figure 6.2 gives t h e a n a l y s i s of the data c o l l e c t e d from 1 0 5 respondents 
i n terms of p r a c t i c e and p o l i c y of job design. 
Job Design A c t i v i t 
( 1 0 5 cases = 1 0 0 $ ) 
P r a c t i c e 
No Job Design 
3 8 cases = 3 6 . 2 $ ) -
Job Design 
( 6 7 cases = 6 3 . 8 $ ) 
P o l i c y 
Corporate P o l i c y on Job Design 
e x i s t s ( 3 cases = 2 . 9 $ ) 
Corporate P o l i c y on Job Design 
( 3 5 cases = 3 3 . 3 $ 
.Corporate P o l i c y on Job Design 
e x i s t s ( 2 6 cases - 2 4 « 8 $ ) 
No Corporate P o l i c y but Unit 
P o l i c y on Job Design e x i s t s 
( 5 cases = 4 - 8 $ ) 
to Corporate P o l i c y and no Unit 
P o l i c y on Job Design 
( 3 6 cases - 3 4 . 3 $ ) 
Figure 6 . 2 : P r a c t i c e and P o l i c y on Managerial Job Design 
The Figure 6 . 2 i n d i c a t e s t h a t 3 6 . 2 $ of the respondents viewed t h e i r o r g a n i -
sations not t o be attempting t o design the managerial j o b s ; w i t h i n t h i s group, 
however, 2 . 9 $ s a i d t h a t t h e o r g a n i s a t i o n d i d have a Corporate Design P o l i c y . 
This i s t o say t h a t i n a small number of cases u n i t heads may be i g n o r i n g the 
corporate d i r e c t i v e s . Of t h e 3 respondents (comprising the 2 . 9 $ ) two had 
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c l a s s i f i e d themselves as Senior Management and one as Junior Management . 
A p l a u s i b l e e x p l a n a t i o n f o r t h e i r basic a s s e r t i o n - no job design w h i l e a cor-
porate p o l i c y on job design e x i s t s - could be: 
l o Senior Management having devised t h e p o l i c y are aware, and perhaps 
a c u t e l y so, t h a t e i t h e r t h e e f f o r t or t h e r e s u l t s are below expecta-
tions.. Given t h i s s t a t e of a f f a i r s they, w h i l e acknowledging t h e 
existence of t h e p o l i c y , concede t h a t f o r p r a c t i c a l purposes no 
Job Design i s being conducted. 
2 . The basis of t h e a s s e r t i o n f o r the J u n i o r Management person may be 
h i s own experience-in-job or t h a t of others known t o him. 
A l t o g e t h e r n e a r l y t w o - t h i r d s of the responses i n d i c a t e d t h a t Job Design 
was p r a c t i s e d . However, of these: 
l o Less t h a n 1+0% ( i . e . 2k°&% of t h e t o t a l sample) i n d i c a t e d t h e i r o r g a n i -
s a t i o n t o have a Corporate P o l i c y on Managerial Job Design. 
2 . Less t h a n 8% ( i . e . of the t o t a l sample) of the respondents s t a t e d 
t h a t although a corporate p o l i c y on Managerial Job Design d i d not 
e x i s t , u n i t s w i t h i n t h e i r o r g a n i s a t i o n s had devised p o l i c i e s which 
were known t o incumbents of t a r g e t j o b s . 
3» More than 5 0 $ ( i . e . 3 4 . 3 $ of t h e t o t a l sample) respondents s t a t e d 
t h e r e was n e i t h e r a Corporate P o l i c y nor a U n i t P o l i c y on Managerial 
Job Design. 
From t h e j o b design p e r s p e c t i v e , t h e absence of a corporate p o l i c y on 
job design, given t h a t most or g a n i s a t i o n s i n t h e i r annual corporate accounts 
declare and c l a i m , according t o Watson ( 1 9 7 8 ) > t h a t human beings are t h e i r most 
v a l u a b l e resources, could be regarded as at odds w i t h requirements of running 
t h e o r g a n i s a t i o n . To paraphrase Drucker ( 1 9 5 5 ) ? i t would be s t e r i l e t o t a l k 
of 'Objectives f o r the company' when o b j e c t i v e s regarding Job Design - the 
ground r u l e s f o r management of people - are not l a i d down a t the l e v e l of the 
corporate e n t i t y . 
What s u r p r i s e d t h e author, given t h a t 3 6 . 2 % of t h e sample r e p o r t e d no 
e f f o r t at job design and a f u r t h e r 3 4 * 3 $ r e p o r t e d an 'ad hoc' approach t o 
designing the j o b s , was the i m p l i e d l a c k of consistency i n t h i s important area 
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of o r g a n i s a t i o n a l endeavour. Given t h a t j o b design I s not c o n s i s t e n t l y being 
pursued i n ^ 0% of the respondents' o r g a n i s a t i o n s , a p l a u s i b l e conclusion would 
be t h a t o r g a n i s a t i o n s tend t o r e l y on the selection/assignment process t o 
achieve a f i t a t the i n d i v i d u a l / o r g a n i s a t i o n i n t e r f a c e . 
P l . l : I n o r g a n i s a t i o n s t h a t attempt t o design managerial jobs? 
( i ) I s j o b design attempted w i t h respect t o s p e c i f i c f u n c t i o n s of the 
type where the output i s more r e a d i l y d e f i n a b l e , e.g. produ c t i o n and 
pr o d u c t i o n type? 
( i i ) Where i t i s a p p l i e d t o more than one f u n c t i o n , do o r g a n i s a t i o n s 
i n i t i a t e j ob design i n some s p e c i f i c f u n c t i o n , as above, and 
subsequently apply i t t o other f u n c t i o n s ? 
Figure 6.3 shows i n t a b l e form the i n t e g r a t e d responses from the 6 7 respon-
dents who re p o r t e d t h e i r o r g a n i s a t i o n s t o be i n v o l v e d i n managerial job design. 
Appendix 6.4 gives the d e t a i l s of the i n t e g r a t i v e c l a s s i f i c a t i o n adopted. 
The t a b l e d e p i c t s t h e data according t o t h e basis of job design - p o l i c y (and 
l e v e l of p o l i c y ) or no p o l i c y - i n t h e respondents' o r g a n i s a t i o n s . The data 
i n d i c a t e s t h a t p r a c t i c a l l y a l l f u n c t i o n s , whether t h e i r output i s more or i s 
l e s s q u a n t i f i a b l e , are e q u a l l y l i k e l y candidates f o r job design e f f o r t . 
F u n c t i o n a l area Corporate p o l i c y 
Unit 
p o l i c y 
No 
p o l i c y 
1 ; Production & engineering 2 5 6 2 2 
2 . Sales & marketing 2 3 5 3 1 
3 . Personnel 2 2 5 2 2 
4 . S t a f f and services 2 6 5 2 7 
5 . Accountancy & finance 5 1 5 
6. A l l u n i t s 2 0 0 
Figure 6 . 3 : A p p l i c a t i o n of Job Design t o F u n c t i o n a l Areas 
Of the 6 7 respondents who re p o r t e d t h e i r o r g a n i s a t i o n s t o be i n v o l v e d i n 
job design, only 3 r e p o r t e d j o b design t o be used i n a s i n g l e f u n c t i o n of the 
o r g a n i s a t i o n ; opposed t o t h i s , 2 r e p o r t e d j o b design t o be used i n a l l t h e 
f u n c t i o n s w i t h i n t h e i r o r g a n i s a t i o n . The average number o f u n i t s using j o b 
design i n . t h e sampled o r g a n i s a t i o n s , was 3 ° 4 ° - --
5 0 5 . 
Time a n a l y s i s of s t a r t of .job design, a c t i v i t y i n the f u n c t i o n 
Of t h e 6 7 respondents,60 i n d i c a t e d t h a t j o b design had. s t a r t e d i n t h e 
var i o u s f u n c t i o n s w i t h i n t h e i r o r g a n i s a t i o n s at the same t i m e . Data from the 
seven who i n d i c a t e d a staggered use of job design are shown i n t h e t a b l e o f 
Figure 6 . 4 . 
Job design i n 
use since 
Case Mo. 
Moo2 No. 63 Noo83 No.102 No.109 No.116 No.121 
1 . Last year - - S+M - - - -
2. 1 - 5 years S+M S+M 
P 
P P+E S+M P+E S+M 
3 . 5 - 1 0 years P+E 
P 
S+S 
P+E 
S+S 
A+F 
P+E S+M 
P 
S+S 
P+E 
P 
S+S 
A+F 
S+M 
P 
S+S 
P+E 
P 
S+S 
Figure 6 . 4 ; Staggered Adaptation of Job Design i n Various 
Functions 
Key: P+E = Production and Engineering 
S+M = Sales and Marketing 
P = Personnel 
S+S = S t a f f and Services 
A+F = Accountancy and Finance 
From the t a b l e , no obvious p a t t e r n i n terms of i n i t i a l a p p l i c a t i o n t o 'hard 
o u t p u t ' areas preceding ' s o f t o u t p u t ' areas i s apparent. However, i n f i v e of 
these seven organisations, job design a p p l i c a t i o n t o p r o d u c t i o n and engineering 
preceded a p p l i c a t i o n t o t h e sales and marketing f u n c t i o n s . 
P 1 . 2 : I n org a n i s a t i o n s using job design at managerial l e v e l : 
( i ) Where i t i s s e l e c t i v e l y a p p l i e d t o some h i e r a r c h i c a l l e v e l s , i s 
i t l i k e l y t o be used at t h e lower l e v e l s more i n t e n s e l y ? 
( i i ) Where i t i s a p p l i e d at d i f f e r e n t l e v e l s was i t i n i t i a l l y used 
at the lower l e v e l s ? 
The t a b l e i n Figure 6.5 shows the data from the 6 7 respondents who r e p o r t e d 
t h e i r o rganisations t o be using job design. Although not s t a t i s t i c a l l y s i g n i -
f i c a n t , the data suggests a t r e n d i n the d i r e c t i o n of g r e a t e r use of j o b design 
f o r the middle managerial p o s i t i o n s . 
5 0 6 o 
Level of h i e r a r c h y No. r e p o r t i n g use of j o b design 
l o Top management 5 6 
2 . Senior management 6 1 
3« Middle management 6 3 
4« J u n i o r management 5 8 
5 . Entry l e v e l management 5 1 
Figure 6 . 5 . H i e r a r c h i c a l l e v e l s and reported use of 
job design 
Time a n a l y s i s 'Of s t a r t of .job design at d i f f e r e n t l e v e l s of t h e hie r a r c h y 
Of the 6 7 cases r e p o r t i n g j o b design,60 r e p o r t e d t h a t j o b design s t a r t e d 
at the v a r i o u s l e v e l s of t h e h i e r a r c h y at the same t i m e . Data from the seven . 
who r e p o r t e d time d i f f e r e n t i a t e d adoption of j o b design w i t h respect t o h i e r -
a r c h i c a l l e v e l s i s shown i n the t a b l e of Figure 6 . 6 . I n one case (number 2 9 ) no 
c l e a r p a t t e r n i s i n d i c a t e d ; i n t h r e e cases (numbered 4 7 , 5 5 and 1 0 $ ) a p p l i c a t i o n 
had been 'bottom-up'; i n t h r e e cases (numbered 7 0 , 8 9 and 9 3 ) the a p p l i c a t i o n 
has been 'top-down'. 
However, a n a l y s i s of j o b design p r a c t i c e from o r g a n i s a t i o n s where job design 
i s not used at a l l l e v e l s of the h i e r a r c h y , shown i n Figure 6 . 7 , could be i n t e r -
p r e t e d as sho\rLng a d i s t i n c t p a t t e r n , and add t o the above two in f e r e n c e s . 
The t a b l e of Figure 6.7 shows t h a t i f j o b design p r a c t i c e were extended 
t o cover the whole o r g a n i s a t i o n t h e n : 
1 . I n 1 3 cases ( t h e f i r s t t h i r t e e n i n the t a b l e ) a p p l i c a t i o n would be 'top-down'. 
2 . I n 3 cases (cases numbered 9 8 , 9 9 , and 1 1 0 ) i t would be 'centre-outwards'. 
3 . I n 7 cases i t would be 'bottom-upwards'. 
2 
The above r e s u l t s are s t a t i s t i c a l l y s i g n i f i c a n t (X a t 0 . 0 4 ) . 
5 0 7 . 
H i e r a r c h i c a l l e v e l S t a r t of j o b design (see key below t a b l e ) 
Case numbers 
2 9 4 7 5 5 7 0 8 9 9 3 1 0 9 
1 . Top management 2 3 1 3 3 3 2 
2 . Senior management 1 3 1 2 3 3 2 
3» Middle management 1 I 2 2 2 3 
4» J u n i o r management 2 1 2 1 2 2 3 
5 . Entry l e v e l 
management 2 1 2 1 2 - 3 
Key: Code 3 i n d i c a t e s j o b design t o have been i n use a t a given l e v e l f o r 6 - 1 6 y r 
i i 2 " " " " 1 1 " 1 1 " " " " " " 1 - 5 y r s 
" 1 . '* » " » " " s t a r t e d w i t h i n the l a s t year 
Figure 6 . 6 . D i f f e r e n t i a t e d s t a r t of jo b design at 
d i f f e r e n t h i e r a r c h i c a l l e v e l s 
7 1 2 6 
Top 
man. 
Senior 
man. 
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man. 
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Figure 6 . 7 . Cases r e p o r t i n g a p p l i c a t i o n of .job design 
t o some l e v e l s of t h e hierarchy only 
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The i n t e r p r e t a t i o n then i s t h a t , as o r g a n i s a t i o n s apply j o b design a t more 
than one l e v e l of t h e h i e r a r c h y , o f t e n middle management p o s i t i o n s are more 
l i k e l y t o be covered no matter what the s t a r t i n g s t r a t e g y . Further, t h e s i g n i -
f i c a n c e o f t h e l a s t set of r e s u l t s i n d i c a t e s t h a t the s t r a t e g y f o r a p p l y i n g j o b 
design i s one of top-downwards. 
Now t h i s i s another s u r p r i s i n g r e s u l t . L i t e r a t u r e presented i n Chapter 5 
i n d i c a t e d t h a t whan operator l e v e l jobs are re-designed, o f t e n work which was, 
p r i o r t o re-design, done by senior l e v e l j o b holders i s pushed downwards i n 
order t o e n r i c h t h e impoverished jobs at the bottom. I f j o b redesign s t a r t s at 
the t o p then t h e f o l l o w i n g s i t u a t i o n may a r i s e : 
1. Job elements may have t o be imported from below t o e n r i c h t h e t o p j o b s . 
2. Job elements may have t o be shed t o gi v e d e s i r a b l e design f e a t u r e s . 
3» A d d i t i o n a l work may have been created. 
The focus of a t t e n t i o n being the managerial p o s i t i o n at t h e t o p , the 
l i k e l y event of t h e f i r s t two of t h e above i s bound t o be adverse f o r those below 
P1.3* I n o r g a n i s a t i o n s which attempt managerial j o b design i s t h e j o b 
design p o l i c y reviewed, and i f so how o f t e n i s the review conducted? 
Review of a p o l i c y could be regarded as a f u n c t i o n of how long t h e p o l i c y ha 
been i n o p e r a t i o n . Figure 6 .8 shows the raw data organised according t o p o l i c y 
pursued - i . e . ad hoc, u n i t or corporate - and the time span of involvement i n 
job design - i . e . whether j o b design i s a new undertaking ( l e s s t h a n 1 y e a r ) , 
1 t o 5 years or more t h a n 5 years. 
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Job Design 
P r a c t i c e 
Ad Hoc (36) 
( 6 7 ) / U n i t (5) 
Corporate (26) 
No Yes DK 
New 1 - -- 1-5 1 - 1 
+5 2 1 2 
No Yes DK 
New - - -
1-5 - — — - /, 1 
No 
1 
Yes DK 
New 1 
1-5 L c. 2 
+5 2 9 2 
T o t a l = 8 
T o t a l = 5 
T o t a l = 26 
Figure 6.8o Pursued P o l i c y f o r Job Dpsign and Review of Policy 
Note; l o DK = Don't know 
2» New = Job design s t a r t e d w i t h i n the l a s t year 
3<> 1-5 = Job design p r a c t i s e d since 1 t o 5 years 
4° +5 = Job design i s used since more than 5 years 
Note t h a t w h i l e respondents r e p o r t i n g ad hoc use of job design responded t o t h i s 
i t e m i n the q u e s t i o n n a i r e o n l y 8 times (out of a possible 36 ) , wherever a 
d e f i n i t e p o l i c y was being pursued, e i t h e r a u n i t devised p o l i c y or a corporate 
set p o l i c y , responses were t o t a l . I n a way, t h i s low reportage i s t o be expected 
What s u r p r i s e d the author was t h e number of respondents who,having r e p o r t e d 
t h a t t h e i r o r g a n i s a t i o n s had corporate j o b design p o l i c i e s , and f o r those cases 
where j o b design had been f o r more than a year, more than 1+0% i n d i c a t e d t h a t 
e i t h e r they d i d not know of any review or t h a t t h e r e was no review. 
To the question 'How o f t e n i s t h e p o l i c y reviewed?" i n a l l , 11+ d i f f e r e n t 
types o f responses were given. A possible c l a s s i f i c a t i o n f o r t h e i r responses 
and the responses w i t h i n each class i s g i v e n below (where the f i g u r e s w i t h i n 
b r a c k e t s i n d i c a t e the number of times the response was g i v e n ) : 
I . Time dependent responses 
A. Definite time p e r i o d 
( i ) Twice a year ( l ) 
( i i ) Once a year (3) 
( i i i ) Once i n two years (5) 
B. I n d e f i n i t e time period 
{ i v ) At i n t e r v a l s ( l ) 
( v ) From time t o time ( l ) 
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2. Necessity r e l a t e d responses 
Ae D e f i n i t e pressures 
( v i ) According t o pressure ( l ) 
( v i i ) At times o f major corporate change ( l ) 
( v i i i ) When subject t o major c r i t i c i s m s ( l ) 
Bo I n d e f i n i t e n e c e s s i t i e s 
( i x ) As needed (2) 
( x ) When considered necessary (2) 
( x i ) When r e q u i r e d ( l ) 
3o Time and ne c e s s i t y r e l a t e d 
( x i i ) Once i n t h e l a s t 10 years, -when s t r a i n begins t o show ( l ) 
( x i i i ) I n t e r m i t t e n t l y developed ( l ) 
4« Unclear 
( i x v ) Don't know ( l ) 
PI.4° What type of persons, or groups of person, would be i n v o l v e d i n 
framing the conceptual o u t l i n e f o r managerial j o b design p o l i c y ? 
The responses t o questionnaire items f o r r e s o l v i n g t h i s query could be depicted 
on a t h r e e way c l a s s i f i c a t i o n . This t h r e e way c l a s s i f i c a t i o n t o g e t h e r w i t h 
t h e responses w i t h i n each class i s l i s t e d below (where the number of times the 
p a r t i c u l a r response was g i v e n i s shown i n b r a c k e t s ) . 
1. Consultants 
1.1 . Outside consultants (20) 
1 .2 . I n t e r n a l c onsultants ( l ) 
1 .3° O r g a n i s a t i o n a l and personnel development s t a f f ( l ) 
2. Company executives and o f f i c i a l r e p r e s e n t a t i v e s 
2 .1 . Senior company executives (31) 
2 . 2 . Board of D i r e c t o r s (2) 
2 . 3 . DOI (Department of I n d u s t r y ) ( l ) 
2 .4 . Parent company ( l ) 
2 . 5 . Wider group ( l ) 
3» Job holder r e p r e s e n t a t i o n 
3 . 1 . The managerial union (3) 
•3.2. A committee from d i f f e r e n t l e v e l s of managerial s t a f f (4) 
An a n a l y s i s of the above responses w i t h respect t o the type of job design 
p o l i c y being pursued i s shown i n Figure 6.9 below, where 'class' r e f e r s t o 
t h e t h r e e classes presented above, and f i g u r e s i n parenthesis show the number 
c/" responses w i t h i n t h a t c l a s s . 
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llass 1 (2) 
\ 
Ad hoc policy. 
•Class 2 (6) 
Class 1 (5) 
Job desi. i g n a c t i v i t y (- U n i t p o l i c y 
Class 2 (9) 
Class 1 (15) 
Corporate p o l i c y Class 2 (46) 
Class 3 (7) 
Figure 6 .9 . I n d i v i d u a l s and groups i n v o l v e d i n .job design 
p o l i c y f o r m u l a t i o n 
From the-above presented data i t could be i n f e r r e d t h a t j u n i o r and middle 
managerial s t a f f are only i n f r e q u e n t l y i n v o l v e d i n the f o r m u l a t i o n of j o b 
design p o l i c y and t h a t i n d u s t r y holds the p o l i c y f o r m u l a t i o n as a preserve and 
p r e r o g a t i v e of t h e senior most employee l e v e l s ; consultants appear t o be i n v o l v e d 
regardless of what type of p o l i c y i s being pursued. From the data i t appears 
t h a t t h e r e i s n e a r l y 10% p r o b a b i l i t y t h a t consultants w i l l be i n v o l v e d i f some 
form of j o b design p o l i c y existSo 
PI.5 : Where a job design p o l i c y e x i s t s are i n d i v i d u a l managers p e r m i t t e d 
t o modify the p o l i c y o p e r a t i o n a l l y . 
The data i s shown schematically i n Figure 6.10. 
Unit Job Design 
P o l i c y (5) Yes' t o 
Mo' t o 
Corporate Job Design Yes' t o P o l i c y (26) 
No' t o m o d i f i c a t i o n of p o l i c y ( l ) 
T m o d i f i c a t i o n of p o l i c y (3) 
Job Design' 
A c t i v i t y !NOt t o m o d i f i c a t i o n of p o l i c y ( l l ) 
'Y m o d i f i c a t i o n of p o l i c y (12) 
J D o n T t know 1 t o m o d i f i c a t i o n o f p o l i c y ( 2 ) 
Figure 6.10. I n d i v i d u a l m o d i f i c a t i o n of Job Design P o l i c y 
The data i n d i c a t e s t h e r e i s about an even p r o b a b i l i t y t h a t i n d i v i d u a l managers 
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w i l l o r w i l l not be p e r m i t t e d t o modify t h e j o b design p o l i c y once i t i s formu-
l a t e d . The r e s u l t s of query PI.4 had shown t h a t i t i s an exception when opera-
t i n g managers are i n v o l v e d i n t h e f o r m u l a t i o n of the j o b design p o l i c y . These 
two sets of data taken t o g e t h e r suggest t h a t i n d i v i d u a l managers may experience 
d i f f i c u l t i e s i n implementing p o l i c i e s . This data may p a r t l y e x p l a i n t h e respon-
ses t o query P I , when two senior management respondents reported t h a t although 
c o r p o r a t e p o l i c y on job design e x i s t e d , job design p r a c t i c e d i d not e x i s t . Given 
the even chance of not being p e r m i t t e d t o modify, and given t h e low p r o b a b i l i t y 
of being i n v o l v e d i n f o r m u l a t i n g the j o b design p o l i c y , a p l a u s i b l e explana-
t i o n could be t h a t when oper a t i n g managers experience implementation d i f f i c u l t i e s 
t hey simply abandon the e f f o r t . 
A nalysis by comparing siz e d i d not produce any d i s c e r n i b l e p a t t e r n s . 
PI.6 . I n or g a n i s a t i o n s which attempt t o design the managerial jobs, i s 
the r e s p o n s i b i l i t y f o r ensuring t h a t jobs are w e l l designed d e s i g -
nated, i . e . assigned t o some i n d i v i d u a l or group of i n d i v i d u a l s , 
and i f so w i t h whom does i t reside? 
T h i r t y - n i n e respondents r e p o r t e d on the f i r s t p a r t of t h i s query. Their respon-
ses are shown below: 
R e s p o n s i b i l i t y not designated 10 
R e s p o n s i b i l i t y designated 22 
Don't know 7 
The author was s u r p r i s e d both at the low response t o t h i s i t e m and at the more 
than U3% respondents s t a t i n g e i t h e r t h a t r e s p o n s i b i l i t y was not designated or 
t h a t they d i d not know as t o whether i t was designated. 
As t o where the r e s p o n s i b i l i t y was l o c a t e d , the responses are t a b u l a t e d 
below where the numbers i n parentheses show the number of times a p a r t i c u l a r 
response was given. 
1. Each manager f o r s t a f f r e p o r t i n g t o him. ( l 6 ) 
2 . Personnel department. (13) 
3 . Organisation s t a f f and planning. ( 2 ) 
4 . Senior p l a n t executive, ( l ) 
5. Board of d i r e c t o r s , ( l ) 
6. Executive group on l y , ( l ) 
The l a s t t h r ee are s p e c i f i c t o the respondent's o r g a n i s a t i o n or p o s i t i o n . 
O v e r a l l , data leads ore t o surmise t h a t the r e s p o n s i b i l i t y i s e i t h e r designated 
on'boss-basis' or t o s t a f f - s u p p o r t , groups. 
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Sub-query PI . 8 bears on t h i s aspect, and w i l l be discussed here r a t h e r than i n 
th e order i n which i t f a l l s . 
PI.8s I n or g a n i s a t i o n s i n v o l v e d i n managerial j o b design i s t h e r e a 
s p e c i a l i s t r o l e of j o b designer? 
Data f o r t h i s query i s depicted i n Figure 6.11. 
Job design p r a c t i c e . 
(67) 
Ad hoc (36) 
U n i t job design (5) 
Corporate j o b 
design (26) 
Mo s p e c i a l i s t r o l e (30) 
S p e c i a l i s t r o l e of j o b 
designer e x i s t s (3) 
Wo s p e c i a l i s t r o l e (2) 
S p e c i a l i s t r o l e of j o b 
designer e x i s t s (3) 
,No s p e c i a l i s t r o l e ( l l ) 
S p e c i a l i s t r o l e of j o b 
•designer e x i s t s (14) 
Figure 6.11; 
Considering the respondents r e p o r t i n g job design a c t i v i t y w i t h i n t h e i r organisa-
t i o n s , the s p e c i a l i s t r o l e of 'job designer' e x i s t s i n around 30$ cases. 
P1.7S I s s p e c i a l i s t t r a i n i n g g i v e n t o those who are responsible f o r 
designing the jobs of others? 
The breakdown of data from t h i s query i s shown i n Figure 6.12. 
Id hoc (36) 
No t r a i n i n g received (22) 
T r a i n i n g r e c e i v e d (7) 
Don't know (3) 
Job design p r a c t i c e (67/ Unit (5) 
Wo t r a i n i n g r e c e ived ( l ) 
T r a i n i n g r e c e ived (3) 
on't know ( l ) 
'Corporate (26)-
.No t r a i n i n g (9) 
T r a i n i n g r e c e i v e d (16) 
Figure 6.12: I m p a r t a t i o n of job design t r a i n i n g 
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O v e r a l l , then, data i n d i c a t e s t h a t over 44$ of those responsible f o r designing 
jobs do not receive any t r a i n i n g f o r d i s c h a r g i n g the r e s p o n s i b i l i t y assigned t o 
them. A comparison between the »Ad hoc j o b designers' and 'corporate p o l i c y j o b 
designers' i n d i c a t e s t h a t t h e p r o b a b i l i t y of having received t r a i n i n g increases 
where a corporate p o l i c y e x i s t s . 
A l t o g e t h e r , the data i n d i c a t e s a s t a t e of a f f a i r s where e i t h e r organisa-
t i o n s g i v e low regard t o t r a i n i n g i n t h i s important area or f i n d t h a t the t r a i n -
i n g a v a i l a b l e i s not worth the expenditure of resources on a comparative b a s i s . 
PI.9 : How do o r g a n i s a t i o n s c o l l e c t i n f o r m a t i o n f o r designing jobs? 
The t o t a l responses are c l a s s i f i e d i n the t a b l e of Figure 6 .13, where w i t h i n 
parentheses are the number o f r e p o r t e d instances. 
1. V e r b a l l y - ( i ) job h o l d e r p a r t i c i p a t i o n / c o n s u l t a t i o n i n i n t e r v i e w or 
d i s c u s s i o n (60) 
( i i ) a t occasional chance meetings (14) 
( i i i ) a l l t h e t i m e , i . e . on a continuous basis (20) 
2. W r i t t e n r e p o r t s - ( i ) s t r u c t u r e d statements (40) 
( i i ) u n s t r u c t u r e d statements (13) 
3 . Questionnaire ( l l ) 
4. Discerned - ( i ) from " o u t p u t " ( l ) 
( i i ) from "the market place" ( l ) 
5. Senior s t a f f references - ( i ) monthly HQ meetings ( l ) 
( i i ) reference t o US headquarters ( l ) 
6. Reference t o other n e g o t i a t i o n s ( l ) 
7» L e f t open f o r t h e i n d i v i d u a l manager ( l ) 
Figure 6.13: C l a s s i f i c a t i o n of methods of c o l l e c t i n g i n f o r m a t i o n 
f o r .job design 
Of t h e I64 r e p o r t s , I58 f e l l i n t o the f i r s t t h r e e classes of t h e t a b l e i n Figure 
6.13; of the f i r s t t h r e e classes of primary importance the q u e s t i o n n a i r e method 
was used i n l e s s than 7$ cases. This suggests t h a t the methodology more l i k e l y 
t o be found acceptable by p r a c t i s i n g managers would, basing t h e argument and the 
s u b j e c t s ' past experience, be one f o l l o w i n g the v e r b a l / w r i t t e n fornu Chapter 8 
discusses one such methodology and Chapter 9 r e p o r t s on an a c t i o n research 
study undertaken w i t h t h i s methodology. A d i s t u r b i n g aspect t o t h e data c o l l e c t s 
were the 14 r e p o r t s where respondents r e p o r t e d t h a t 'occasional chance meeting t 
515. 
was t h e method of c o l l e c t i n g data; here l a c k of systematic methodology was t h e 
d i s t u r b i n g f e a t u r e . 
P I . 10: What k i n d of i n f o r m a t i o n storage system and methods do organisa-
t i o n s u t i l i s e f o r managerial j o b design purposes? 
The most popular mode of i n f o r m a t i o n storage, as i n d i c a t e d by data c o l l e c t e d i n 
t h e survey i s paper f i l i n g . Documents i n these f i l e s are more l i k e l y t o be 
typed than handwritten; the r e l a t i v e incidence rates of hand t o t y p e w r i t t e n 
documentation modes i s 18 t o 47« Only two respondents r e p o r t e d t h e i r organisa-
t ions t o be using some k i n d of modern technology f o r storage of i n f o r m a t i o n 
g a t hered f o r j o b design purposes. Four respondents r e p o r t e d t h e i r o r g a n i s a t i o n s 
t o be using no formal method of i n f o r m a t i o n storage at a l l - i n these cases t h e 
d e s c r i p t i o n s were " I n f o r m a l l y " , "Boss's memory" and "Memory ( i n d i v i d u a l not 
computer". Table of Figure 6.14 summarises the responses rec e i v e d . Figures i n 
t h e t a b l e c l e a r l y i n d i c a t e t h a t t h e f o r m a l i s a t i o n i n t h e method of recording 
jb b design i n f o r m a t i o n p a r a l l e l s the degree of i n s t i t u t i o n a l i s a t i o n of job 
design p r a c t i c e , i . e . the more p o l i c y o r i e n t e d the p r a c t i c e , t h e more t h e l i k e l i -
hood of typed and computerised data storage. 
Degree of i n s t i t u t i o n a l i s a t i o n of job 
design p r a c t i c e ( i n c r e a s i n g from t o p 
t o bottom) 
Degree of f o r m a l i s a t i o n of j o b 
design i n f o r m a t i o n 
Computerised Typed Handwritten Memory 
Ad hoc j o b design 
U n i t p o l i c y f o r job design 
Corporate j o b design p o l i c y 2 (100%) 
23(40$) 
4 (8$) 
20(43$) 
12 (67%) 
1 (6%) 
5 (28$) 
4(100$) 
Figure 6.14: Cross t a b u l a t i o n of .job design p r a c t i c e and method of 
storage of .job design i n f o r m a t i o n 
P2.1: What were the reasons f o r i n i t i a t i n g j ob design? 
The 67 respondents r e p o r t i n g job design gave 108 reasons why t h e i r organisa 
t i o n took up designing jobs. The author has c l a s s i f i e d these 108 responses i n t o 
10 categories of which 9 are d e f i n i t i v e and the 10th i s an 'others or m i s c e l l a 
neous' c l a s s . These t e n categories t o g e t h e r w i t h the responses w i t h i n each 
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category and t h e number of times each p a r t i c u l a r response was given are presented 
i n t h e t a b l e of Figure 6.15. 
No s i g n i f i c a n t p a t t e r n s r e l a t i n g t h e reasons f o r adopting job design t o t h e 
p r a c t i c e of job design ( i . e . where ad hoc, u n i t design p o l i c y or corporate j o b 
design p o l i c y ) could be discerned from t h e data and the c l a s s i f i c a t i o n of Figure 
.15 . 
1. Job s a t i s f a c t i o n 
(33) 
2. P r o d u c t i v i t y 
(26) 
3 . Assignment 
(3) 
4» S t a f f development 
(4) 
5. Salary a d m i n i s t r a t i o n 
(10) 
6. Turnover ( l ) 
7. O r g a n i s a t i o n a l 
dynamics (21) 
80. Performance 
e v a l u a t i o n ( l ) 
9. Objective s e t t i n g 
(4) 
10. Miscellaneous 
t o remove d i s s a t i s f a c t i o n (9) 
t o prevent onset of d i s s a t i s f a c t i o n (22) 
t o r a i s e morale ( l ) 
t o d e fine and agree expectations of superiors 
and subordinates ( l ) 
t o s t a b i l i s e p roduction (3) 
t o boost p r o d u c t i o n (22) 
t o improve t e c h n i c a l q u a l i t y ( l ) 
t o a i d placement ( l ) 
t o a i d succession planning ( l ) 
t o d e f i n e t h e needs of p a r t i c u l a r p o s i t i o n s 
t o c l a s s i f y development scope ( l ) 
t o develop s t a f f more f u l l y ( l ) 
t o a i d i n d i v i d u a l development ( l ) 
t o provide guidance t o j o b holders ( l ) 
t o h e l p improve s a l a r y a d m i n i s t r a t i o n (5) 
- t o r e c t i f y imbalance i n s a l a r y ( l ) 
- t o create p a r i t y i n s a l a r i e s (2) 
- t o l i n k performance and rewards ( l ) 
- t o h e l p i n job e v a l u a t i o n ( l ) 
- t o reduce s t a f f t u r n o v e r ( l ) 
- t o c o n t r o l and f a c i l i t a t e o r g a n i s a t i o n a l change 
(10) 
- t o f a c i l i t a t e management c o n t r o l (3) 
- t o prevent u n i o n i s a t i o n ( l ) 
- t o d e l i n e a t e a u t h o r i t y (4) 
- t o manage growth (3) 
- t o evaluate performance b e t t e r ( l ) 
- t o set o b j e c t i v e s b e t t e r ( l ) 
- t o f a c i l i t a t e f l e x i b l e i n d i v i d u a l c o n t r i b u t i o n 
i n MBO (1) 
- t o v e r i f y o b j e c t i v e s ( l ) 
- t o define j o b ( l ) 
- d i f f i c u l t t o say, probably because the organisa-
t i o n thought i t ought t o J 
- t o create a more p r o f e s s i o n a l image 
- because a vacancy arose 
- enforced on us by parent company 
- fashionable i n f l u e n c e of USA. companies 
- good management hygiene 
Figure 6.15- c l a s s i f i c a t i o n of reasons given f o r s t a r t of j o b design. 
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P2.2: What are t h e philosophies u n d e r l y i n g the j o b design p r a c t i c e s ? 
The s i x t y - s e ven respondents r e p o r t i n g j o b design p r a c t i c e s l i s t e d 116 statements 
on philosophy u n d e r l y i n g the j o b design p r a c t i c e s w i t h i n t h e i r o r g a n i s a t i o n s . 
The t a b l e of Figure 6.16 presents a s i x element c l a s s i f i c a t i o n , where t h e s i x t h 
class contains the miscellaneous category, of these responses,. 
Class Ad hoc 
1 
U n i t Job 
Design P o l i c y 
Corporate Job 
Design P o l i c y 
Row's 
t o t a l 
1. To give g r e a t e r 
s a t i s f a c t i o n t o 
employee 5 4 16 25 
2. To provide t r a i n i n g 
o p p o r t u n i t i e s 5 4 18 27 
3 . Adjust demands f o r 
c o n t r i b u t i o n t o 
i n d i v i d u a l wishes 3 5 12 20 
4» To create j o b l o a d 
e q u a l i t y 2 4 6 12 
To create e q u i t y i n 
remuneration 2 5 16 23 
Miscellaneous - - 9 9 
Colo t o t a l s 17 22 77 116 
Figure 6.16; The philosophies u n d e r l y i n g t h e job design p r a c t i c e 
The nine items w i t h i n t h e class designated 'miscellaneous' i n t h e t a b l e of 
Figure 6.16 were; 
l o Greater d e f i n i t i o n of job parameters 
2. .To improve communication and o r g a n i s a t i o n 
3° To improve p r o d u c t i v i t y and o r g a n i s a t i o n 
4. To change and adju s t o r g a n i s a t i o n t o work lo a d 
5« To l i n k performance and rewards (2) 
6. To ensure job holders are meeting the business o b j e c t i v e s 
7. To improve understanding of j o b r e s p o n s i b i l i t i e s 
8. To ensure e q u i t y between job contents 
Note t h a t the respondents r e p o r t i n g ad hoc p r a c t i c e , w h i l e c o n s t i t u t i n g n e a r l y 
39% o f those r e p o r t i n g j o b design, presented o n l y 15$ of statements on p h i l o s o -
phy. A po s s i b l e deduction from t h i s could be t h a t lack of consistent p o l i c y 
plays a r o l e . 
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P2«3s Job and personal c h a r a c t e r i s t i c s e f f o r t i s put i n terms of which 
t o achieve the i n d i v i d u a l / o r g a n i s a t i o n i n t e r f a c e f i t . 
Job c h a r a c t e r i s t i c s . The sixty-seven respondents r e p o r t e d a l t o g e t h e r 188 j o b 
c h a r a c t e r i s t i c s on which j o b matching was attempted w i t h i n t h e i r o r g a n i s a t i o n s . 
This i s a f a r cry from the j o b c h a r a c t e r i s t i c s used i n the Hackman and Oldham 
model re p o r t e d i n Chapter 5« Nevertheless, the number 188 i s i n o r d i n a t e l y b i g 
and t h e largeness of t h i s number prompted t h e author t o f i n d some means of 
reducing, by l i n k i n g , t h e c o n s t r u c t s , so as t o b r i n g them t o some manageable 
form. Here are r e p o r t e d both t h e way t h i s l i n k a g e was achieved and the f i n a l 
f o r m achieved. 
1. Concepts l i n k e d t o Tcompetence» based on l e a r n i n g a and development* 
( i ) Antecedents of competence. The s i x c o n s t r u c t s , o f t e n mentioned by respond-
ents f o r c h a r a c t e r i s i n g jobs, which the author holds t o be conceptually r e l a t e d 
t o competence are: experience, knowledge, q u a l i f i c a t i o n s , know-how and e x p e r t i s e 
Taking the broadest meanings t h a t could be ascribed t o these c o n s t r u c t s , Figure 
6.17 shows a po s s i b l e conceptual l i n k a g e of these terms t o the concept of 
competence . 
Experience. 
Knowledge -?> Q u a l i f i c a t i o n s 
Know-how 
S k i l l s 
Competence 
(based on l e a r n i n g and development) 
Ex p e r t i s e 
Figure 6.17s Linkage of concepts t o Competence, based on 
l e a r n i n g and development ? 
( i i ) Anchoring competence. Competence, on i t s own, i s too imprecise a concept, 
t o g i v e p r e c i s i o n , d i f f e r e n t dimensions w i t h respect t o which competence i s t o 
be measured have, i n p r a c t i c e , t o be s t a t e d . The q u a l i f y i n g r i d e r s used i n the 
measurement of competence f o r holders of managerial p o s i t i o n s are of t h e type: 
Technical, F i n a n c i a l , Managerial, and Commercial. Figure 6.18 shows how the 
construct 'competence, based on l e a r n i n g and development' i s l i n k e d t o t h e 
anchors along which competence i s measured. 
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Experience 
Knowledge • Q u a l i f i c a t i o n s 
Know-how 
S k i l l s 
Competence 
"*C "^Commercial 
^Other f a c e t s 
*• F i n a n c i a l 
Technical 
.nagerial 
Figure 6.18; L i n k i n g competence t o anchors f o r measurement 
While t h e model of Figure 6018 presents a good a n a l y t i c a l framework f o r 
summarising and l i n k i n g the data, i t i s by no means complete, e s p e c i a l l y w i t h 
respect t o the anchors. For t h e anchors could themselves be v i s u a l i s e d as 
being at d i f f e r e n t l e v e l s of c o n c e p t u a l i s a t i o n s , i c e . g l o b a l , macro or micro. 
The r e p o r t s by t h e respondents, and t h e model of Figure 6.18 suggest t h a t i n 
attempting t o achieve the competence f i t the important concepts are; 
- types of competences; range of competences 
- degree (or i n t e n s i t y ) of f a c e t competence 
which the job e i t h e r demands or could, i n t i m e , impart t o t h e job holder; or 
which the job holder wishes t o c o n t r i b u t e , or acquire. The c o n s t r u c t s , r e p o r t e d 
by respondents, forming the complex having competence as i t s node w i l l now be 
presented. Note these competences are sometimes appended w i t h t h e r e q u i s i t e 
anchors but, more o f t e n , anchors are not d i r e c t l y mentioned. 
- Experience; work experience; previous experience; experience l e v e l ; 
- Q u a l i f i c a t i o n s ; e d u c a t i o n a l background; educational requirements; 
- Knowledge needed; i n d u s t r y knowledge; l e v e l of t e c h n i c a l knowledge 
r e q u i r e d ; 
• - P r o f e s s i o n a l e x p e r t i s e ; management e x p e r t i s e ; 
- S k i l l s r e q u i r e d ; s k i l l s needed; q u a n t i t a t i v e s k i l l s ; t e c h n i c a l s k i l l s 
needed; commercial s k i l l s ; d i a g n o s t i c s k i l l s ; s k i l l s and knowledge 
r e q u i r e d ; p h y s i c a l s k i l l s ; mental s k i l l s ; s k i l l s ; l e v e l of t e c h n i c a l 
s k i l l s r e q u i r e d ; p r o f e s s i o n a l s k i l l s ; i n t e r p e r s o n a l s k i l l s ; range 
of s k i l l s ; 
- Know-how requirements; know-how; 
Some respondents reported'only what has been, i n terms o f the model of Figure 
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6.18 c a l l e d the f a c e t s or dimensions: 
- Technical competence; t e c h n i c a l ; t e c h n i c a l issues; 
- F i n a n c i a l ; f i n a n c i a l management; 
- Managerial; 
- Commercial; commercial issues; 
2. Global concepts of .jobs 
Some respondents r e p o r t e d g l o b a l concepts which i n a p p l i c a t i o n could be 
o p e r a t i o n a l i s e d i n terms of t h e model presented under the f o r e g o i n g sub-heading 
of competence, based on l e a r n i n g "and development or under any of the sub-
headings t o be discussed a f t e r t h i s one. 
The terms used by the respondents and which t h e author c l a s s i f i e s under 
t h i s sub-heading are: 
- Dimensions of job 
- Job summary 
- Functions 
- Type of work 
- P r o f e s s i o n a l requirements 
3. I n d i v i d u a l i t y f o r j o b 
Three of the 188 job c h a r a c t e r i s t i c s r e p o r t e d could be c l a s s i f i e d as 
d e p i c t i n g m o d a l i t i e s of the p e r s o n a l i t y . These t h r e e are: 
- Q u a l i t i e s 
- Character needed 
- Determination r e q u i r e d 
4. Job elements 
Some of the job c h a r a c t e r i s t i c s mentioned by the respondents are of the 
class described i n chapter 3 as the element model . 
The general terms w i t h i n t h i s class are: 
- A c t i v i t i e s 
- Tasks t o be performed 
- Methods 
- Key tasks 
The s p e c i f i c concepts i n terms of which jobs are being measured are: 
- Planning; c o - o r d i n a t i n g ; m o n i t o r i n g ; c o n t r o l ; work management; 
d e c i s i o n making; 
5. Input s and outputs from j o b 
A number of respondents r e p o r t e d t h a t , i n t h e i r o r g a n i s a t i o n s jobs were 
being c h a r a c t e r i s e d i n terms of t h e outputs r e q u i r e d from t h e p o s i t i o n occupier; 
some respondents r e p o r t e d job c h a r a c t e r i s a t i o n , w i t h i n t h e i r o r g a n i s a t i o n s , t o 
521o 
be i n terms o f i n p u t s provided t o the j o b holder. Note t h a t i t was not always 
the case t h a t the same i n d i v i d u a l mentioned c h a r a c t e r i s a t i o n s t o be i n terms 
of both i n p u t s and outputs„ 
The terms used f o r c h a r a c t e r i s a t i o n of i n p u t s and outputs were: 
- Output r e q u i r e d ; o u t p u t ; output t a r g e t s ; r e p o r t i n g output; a c t u a l 
outputs; r e q u i r e d o utputs; 
-".Inputs; i n p u t t a r g e t s ; 
Also mentioned by respondents were concepts associated w i t h i n p u t s and 
outputs: 
- Outputs not s a t i s f i e d 
- Q u a l i t y of goods 
- Who supplies the raw m a t e r i a l s 
60 Constraints on .job 
The survey respondents also mentioned t h a t job design considerations i n 
t h e i r o r g a n i s a t i o n s included a n a l y s i s of the prevalent c o n s t r a i n t s . The t h r e e 
l i n g u i s t i c v a r i a n t s mentioned were: 
- R e s t r a i n t s ; r e g u l a t i o n s ; c o n s t r a i n t s . 
7« D i s c r e t i o n 
Survey data c l e a r l y i n d i c a t e s t h a t w i t h i n o r g a n i s a t i o n s i n v o l v e d i n mana-
g e r i a l j o b design one of t h e important j o b c h a r a c t e r i s a t i o n s c o n s t i t u t e s the 
complex denoting a u t h o r i t y and r e s p o n s i b i l i t y . Terms used by the respondents 
t o r e f l e c t t h i s aspect are grouped i n t h e f o l l o w i n g f o u r sub-classes: 
- Resources ( 3 ) ; assets c o n t r o l l e d ; o p e r a t i n g budgets; resources 
a l l o c a t e d ; f i n a n c i a l resources; resource p l a n n i n g ; budget s i z e ; 
- A c c o u n t a b i l i t y ( 3 ) ; key a c c o u n t a b i l i t i e s ; main areas of a c c o u n t a b i l i t i e s ; 
a c c o u n t a b i l i t y i n £s. 
- R e s p o n s i b i l i t y ; f i n a n c i a l r e s p o n s i b i l i t y ; area of r e s p o n s i b i l i t y ; span 
of r e s p o n s i b i l i t y ; s u p e r v i s o r y r e s p o n s i b i l i t y ; 
- A u t h o r i t y ; l i m i t s of a u t h o r i t y ; scope; f i n a n c i a l a u t h o r i t y ; d i r e c t i o n 
exercised; a u t h o r i t y r e q u i r e d ; area of a u t h o r i t y ; size of f u n c t i o n ; 
d e l e g a t i o n of a u t h o r i t y ; 
While the above sub-classes show the scope of d i s c r e t i o n mostly i n a general 
or g l o b a l way one s p e c i f i c area of d i s c r e t i o n - t h a t o f manpower - and the d u t i e s 
w i t h i n and w i t h respect t o t h i s area were mentioned so numerously, and s p e c i f i -
c a l l y , t h a t these, e s p e c i a l l y i n t h e context of t h e managerial j o b , deserve a 
522. 
class of t h e i r own: 
- R e s p o n s i b i l i t y f o r o t h e r s ; head count; number of people; number of 
r e p o r t i n g personnel; s u p e r v i s i o n given t o subordinates; m o t i v a t i o n 
o f subordinates; man management; people handling requirements; number 
of s t a f f ; employees supervised; span of command; span of c o n t r o l ; 
manpower planning; number of subordinates; number of people t o 
co-ordinate; 
Another s p e c i a l sub-class, discernable w i t h i n t h i s general class on 
d i s c r e t i o n , was t h a t used t o describe the judgemental processes: 
- D i s c r e t i o n ; d i r e c t i o n decisions ( 2 ) ; d e c i s i o n and problem s o l v i n g 
8. C o n n e c t i v i t y 
The parameter of managerial jobs t h a t t h e survey data suggested t o be of 
importance was c o n n e c t i v i t y t o other jobs, i . e . the r e l a t i o n s h i p s b i n d i n g t h e 
managerial j o b holder t o those w i t h whom he comes i n contact w i t h i n the course 
of h i s work. The various aspects of t h i s c o n n e c t i v i t y are r e f l e c t e d i n t h e 
terms used: 
- working r e l a t i o n s h i p s 
- i n t e r f a c e s ( 2 ) ; r e l a t i o n s h i p s t o other j o b s ; range of r e l a t i o n s h i p s ; 
depth of r e l a t i o n s h i p s ; r e l a t i o n s h i p s ; 
- contacts, i n t e r n a l ; 
- contacts, e x t e r n a l (number and l e v e l ) ; type of c l i e n t 
- contacts (purpose and sources); s e n i o r i t y of conta c t ; 
- sources o f work; 
- r e p o r t i n g s t r u c t u r e ( 2 ) ; boss r e p o r t e d t o ( 2 ) ; r e p o r t i n g r e l a t i o n s h i p s ; 
- o r g a n i s a t i o n a l peers 
Another aspect of c o n n e c t i v i t y , t h a t of the r e l a t i o n s h i p s w i t h i n the h i e r -
archy, was suggested by the respondents t o be also of import. The d e s c r i p t i o n s 
f o r these were: 
- o r g a n i s a t i o n ; o r g a n i s a t i o n c h a r t ; 
- place i n management s t r u c t u r e ; p o s i t i o n i n management s t r u c t u r e ; 
9. Purpose of j o b 
An important c h a r a c t e r i s a t i o n , where importance i s deduced from the 
frequency of terms r e l a t e d t o the concept, i n job design p r a c t i c e s i s the 
'purpose of j o b ' . The terms, r e l a t e d t o the var i o u s aspects of t h e concept, 
mentioned by respondents i s : 
- Purpose of j o b ( 3 ) ; o b j e c t i v e s of j o b ; what job sets out t o achieve; 
o b j e c t i v e s ; 
- P r o f i t a b i l i t y of j o b ; u n i t p r o f i t impact; i n f l u e n c e on r e s u l t s ; 
f i n a n c i a l dimension; revenues; costs, l i k e l y performance; 
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10. Performance requirements of .job 
Some of t h e r e p o r t e d c h a r a c t e r i s a t i o n s of jobs were based on t c r i t i c a l i t y 
of j o b 1 , e.g. 
- Consequences of bad performance; consequences of e r r o r of judgement; 
impact 
- Complexity of s o l u t i o n ; nature of problem s o l v i n g ; complexity ( 2 ) ; 
- Process e f f i c i e n c y ; 
11. S u f f i c i e n c y of c o n t r o l on job h o lder" 
Also mentioned on jo b c h a r a c t e r i s a t i o n s parameters were the r e q u i r e d 
degree of e x t e r n a l c o n t r o l over the p o s i t i o n holder. Terms d e p i c t i v e of t h i s 
were: 
- Supervision received 
- Requirements f o r d i r e c t i o n 
12. Communicational and i n f o r m a t i o n a l aspects of .job 
Some of the respondents r e p o r t e d jobs being assessed on d i f f e r e n t aspects 
of communication and i n f o r m a t i o n : 
- Type o f i n f o r m a t i o n handled 
- Complexity of i n f o r m a t i o n handled 
- Communication requirements of j o b 
- I n f o r m a t i o n on f i n a n c i a l performance 
13» P r o x i m i t y c onsiderations i n jobs 
Some respondents r e p o r t e d t h e i r o r g a n i s a t i o n a l p r a c t i c e s i n managerial j o b 
design t o cover geographical dimensions, i . e . assessment of the job w i t h respect 
t o p h y s i c a l distances. The terms used t o describe t h i s aspect of jobs were: 
- Amount of t r a v e l needed 
- Geographic area covered 
- Nearness t o customer 
- l o c a t i o n 
14. Other c h a r a c t e r i s t i c s o f jobs 
I n the f o r e g o i n g , t h e author has given a dimensional c l a s s i f i c a t i o n t o t h e 
jo b c h a r a c t e r i s a t i o n s r e p o r t e d by the respondents. Here are covered those 
respondent-reported c h a r a c t e r i s a t i o n s t h a t would, f o l l o w i n g the l o g i c of t h e 
above c l a s s i f i c a t i o n , be independent dimensions - c o n t a i n i n g a term each. 
These dimensions are: 
( i ) - net income 
( i i ) - language r e q u i r e d 
( i i i ) - working c o n d i t i o n s ( 2 ) 
( i v ) - r o u t i n e contents ( 2 ) ; c r e a t i v e work; c r e a t i v e development; ( s t a u s grading; career l v e l ; 
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( v i ) - monofunctional versus general management 
( v i i ) - deadlines; pressure; changing demands; demands; 
( v i i i ) - volume of work; 
( i x ) - range of tasks; 
(x) - delegation parameters; 
( x i ) - t r a i n i n g time required; 
( x i i ) - mo b i l i t y records; 
Individual characteristics 
The respondents reported altogether 14& i n d i v i d u a l characteristics that 
were being used i n t h e i r organisat ions f o r the purpose of achieving the 
individual/organisation interface f i t . I n the presentation, t o follow, of 
these characteristics, an attempt has been made t o deduce broad c l a s s i f i c a t i o n 
f o r these. Note should be taken of the fact that i n classifying,another equally 
v a l i d c l a s s i f i c a t i o n might be possible. The c l a s s i f i c a t i o n presented should be 
regarded as a rough attempt at rendering shape t o a complex of ll+B constructs, 
many of which are either quite close t o each other i n meaning, or could possibly 
have more than one i n t e r p r e t a t i o n . 
1. Personal competence 
I n t h i s class are grouped those characteristics reported by the respondents 
which could be regarded as acquired or experienced s k i l l s . 
( i ) General 
- Managerial s k i l l s ; breadth of management know-how; depth and range 
of know-how; s k i l l s ; p a r t i c u l a r s k i l l s ; i n d i v i d u a l p a r t i c u l a r s k i l l s ; 
- A b i l i t i e s 
( i i ) Specific dimensions 
- Leadership ( 2 ) ; man management s k i l l s ; handling s t a f f ; a b i l i t y t o 
manage subordinates; people management s k i l l s ; a b i l i t y t o work i n 
team with peers and subordinates; 
- Judgement ( 2 ) ; decision-making; decision-making a b i l i t y ; o b j e c t i v i t y 
- Social s k i l l s ; social i n t e r a c t i o n ; a b i l i t y t o meet a wide range of 
people; interpersonal s k i l l s ; a b i l i t y t o get on with other people i n 
the organisation; human relations s k i l l s ; 
- Negotiating s k i l l s ; counselling s k i l l s ; 
- Communicating a b i l i t y ; verbal capacity; q u a l i t y of reporting; o r a l 
and w r i t t e n s k i l l s ; a b i l i t y t o communicate o r a l l y and verbally; 
communication s k i l l s ; 
- Technical know-how, specialist s k i l l s ; technical s k i l l s ; p a r a l l e l job 
knowledge; 
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- Academic q u a l i f i c a t i o n s ; degrees; education; educational background; 
q u a l i f i c a t i o n s ; t r a i n i n g ; professional background; technical 
q u a l i f i c a t i o n s ; technical q u a l i f i c a t i o n s ; 
- Past general record; job performance; performance i n previous position; 
successful assignments; past performance; achievements; technological 
proficiency; 
- Experience; relevant experience; experience i n d i f f e r e n t countries; 
experience i n d i f f e r e n t jobs; good at subordinates' job; work experience 
i n t e r n a l experience, external experience; r e l a t i v e experience 
- Numeracy; l i t e r a c y 
- Financial competence; f i n a n c i a l s k i l l s (staying w i t h i n budgets); 
- A b i l i t y t o perform w i t h i n company philosophy 
2. Circumstances 
I n t h i s class are grouped the characteristics which could be regarded as 
i n d i c a t i v e of the circumstances, which either the job holder or his role-set 
face or are l i k e l y t o face as a consequence of the i n d i v i d u a l occupying the 
position, of the individual/organisation interface. 
( i ) Personal 
- Home base/mobility; family circumstances 
( i i ) Organisational 
- Ac c e p t a b i l i t y j interpersonal relationships; 
- Seniority 
- Earnings 
- Job s a t i s f a c t i o n 
- Influence 
3° Individual's mode of operations 
- Planning; organising; organised approach; organising s k i l l s ; 
- Analytic; analytic a b i l i t y ; problem analysis; 
!= Delegation; a b i l i t y t o delegate 
•- Image creating; 
- Administration; 
- Time planning s k i l l s ; 
- Attention to d e t a i l ; 
4« I n d i v i d u a l i t y 
Among the a t t r i b u t e s of i n d i v i d u a l i t y which the respondents reported 
t h e i r organisations t o be attempting t o match i n t l v job are: 
( i ) Specific 
- discretion 
- persuasion 
- persistence 
- introvert/extrovert 
- independence; s e l f s t a r t e r or not; i n i t i a t i v e ; freedom to act; 
s e l f motivation; mob i v a t i o n ; 
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- innovation; c r e a t i v i t y ; o r i g i n a l thinking (2) 
- di s c i p l i n e d worker or not 
- "work horse"; stamina (health); w i l l i n g t o work l a t e ; 
- stress tolerance; a b i l i t y t o work i n an h o s t i l e environment; 
a b i l i t y t o work under pressure; 
- physical s k i l l s 
- adaptability; a d a p t a b i l i t y to job; 
- confidence; 
- patience; 
- ambition; 
- s e n s i t i v i t v ; 
- appearance; 
- n a t i o n a l i t y ; 
- age; 
- maturity; balanced viewpoint; 
- l o g i c ; 
••• urgency; 
- r i s k taking; 
- conscientious; 
- i n t e g r i t y ; 
- need for challenge; need f o r thinking environment; 
( i i ) Non-specific 
- Behaviour 
- a t t i t u d e 
- disposition 
- personality a t t r i b u t e s ; personality; t r a i t s ; 
- character 
5« Potential and cam c i t y 
Among the responses which indicate some estimate of po t e n t i a l are: 
( i ) I n dividual 
- development (learning) p o t e n t i a l ; p o t e n t i a l ; development needs 
of the i n d i v i d u a l ; i n t e l l e c t u a l capacity; i n t e l l i g e n c e 
( i i ) Personal i n position 
- a b i l i t y t o generate new work 
- contribute t o development of business 
- handling customers 
No differences were found between the three types of practice, i . e . ad 
hoc, group and corporate, i n job design, according t o t h i s c l a s s i f i c a t i o n . 
P2»4»Wha.t kinds of job design problems do organisations involved i n managerial 
job design face? 
The sixty=seven respondents reporting job design a c t i v i t y w i t h i n t h e i r 
organisations l i s t e d 46 problem areas faced i n the course of job design work. 
The problem areas reported could be conceptually s p l i t i n t o two classes: those 
concerned with job design problems and those denoting impediments t o designing. 
The problems reported w i l l now be presented according t o t h i s c l a s s i f i c a t i o n . 
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A. Job Design Problems 
- D i f f e r e n t i a l s 
- R e l a t i v i t i e s 
- P r i o r i t i e s ; p r i o r i t i s a t i o n 
- Work load 
- Too many people 
- Establishment numbers 
- Age gaps 
- Productivity; output needs not presently s a t i s f i e d ; non-compliance 
with targets defined 
- Quality of product 
- Defining key tasks 
- Weaknesses and strengths; technical and personal 
- To move people in t o what they are better at 
- To help people meet t h e i r career plans 
- Role overlap 
- S t a f f motivation; lack of motivation; 
Bo Impediments to design 
- Cultural compatibility 
- Linguistic/communication; communication of function 
- I n t e r f u n c t i o n a l communication; i n t e r f u n c t i o n a l communication (horizontal) 
- Functional interfaces 
- Interpersonal relationship problems 
- Company p o l i t i c s 
- Shareholders independent role i n organisation 
- Unions 
- Continual reorganisation 
- Personal o b j e c t i v i t y 
- Lack of f l e x i b i l i t y w i t h i n organisation 
- Lack of personnel manager t o undertake wider reviews 
- System i s not formulated, so i t operates when necessary, although 
similar processes are gone through 
- A n a l y t i c a l 
- Reasoning 
Some responses were such that they could be interpreted as f a l l i n g i n t o 
either of the above two classes. These are now presented: 
Co Either a .job design problem or an impediment to designing 
- Lack of experienced engineers 
- "Old dogs new t r i c k s " i n a small company 
- Managers who are too narrow 
- Too much managerial time i n job evaluation detracts from your need t o 
see points i n environmental context. Encourages management t o 
think inwards rather than outwards 
- Functional relationships 
- Trade-off (time scale) 
- Financial loss 
- High costs 
- Low orders 
- Low prices 
528. 
P2.5: Other individuals exercising influence over the design of a position 
holders job. 
Survey participants who reported job design e f f o r t w i t h i n t h e i r organisa-
tions invariably reported the involvement of people other than the job holder, 
over the design of a p a r t i c u l a r job. The table i n Figure 6.19 summarises the 
data on the degree of influence exercised by various individuals, including the 
job holder-, over Lhe design of a job, as reported by study participants. 
Influence exercised by 
1. Boss of job holder 
2. Job holder 
3. Personnel specialists 
4 « Colleagues of job holder 
5. Subordinates of job 
holder 
Column t o t a l s 
{% of grand t o t a l ) 
Degree of influence 
None 
0 
1 
5 
3 
2 3 
3 4 
66 
Low 
1 
0 
2 
8 
11 
11 
3 2 
2 
7 
1 3 
9 
8 
39 
.1 
3 
2 
8 
10 
25 
3 
15 
9 
1 
0 
28 
6 
20 
7 
3 
37 
(21.2|[10.3|l2.6)|(8.l)|(9.0)j(1^9)|(l2.6|l4c2; 
High 
1 9 
9 
7 
3 
39 
3 2 
6 
4 
1 
44 
Row t o t a l s 
{% of grand 
t o t a l ) 
66 (21.2) 
66 (21.2) 
59 (19.0) 
51 (19.7) 
58 (18.7) 
310 (100$) 
Figure 6.19; Data on degrees of influence exercised by d i f f e r e n t 
individuals on the design of a job 
From the row and column t o t a l s of the table i n Figure 6 . 1 9 a, model of the 
s i t u a t i o n extant with respect t o the r e l a t i v e degrees of influence exercised by 
the various individuals mentioned, could be constructed. The diagram i n Figure 
6 . 2 0 shows these r e l a t i v e influences exercised. This f i g u r e i s adjusted only 
f o r the column t o t a l s . The diagram of Figure 6 . 2 1 shows the plots adjusted f o r 
both the rows and columns of the table of Figure 6 . 1 9 . 
The discussion has covered individuals i n terms of t h e i r relationships with 
the job holder. Also reported by respondents, as exercising influence over the 
design of specific jobs w i t h i n t h e i r organisations were individuals and groups 
of individuals with the following designations: 
- Organisation planning u n i t ; organisation s t a f f ; 
- Personnel Committee 
- Performance and Efficiency Committee 
- Establishment Committee 
- Consultants; Hay-MSL Consultants; 
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Note 1: Along the base the 
numbers, e.g. 0,1,2, etc 
indicate the degrees of 
influence. 
Mote 2: Shade codes f o r sections 
of the histogram. 
• 
boss's influence 
job holder's own 
influence 
personnel s p e c i a l i s t s ' 
influence 
job holder's colleague 
influence 
job holder's subordi-
nat es' i n f l u enc e 
Figure 6.20 
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Figure 6 . 2 1 : Smoothed plots of the r e l a t i v e degreei of influence 
over the design of a .job of a certain set of people 
related t o the .job holder 
Note: In Figure 6 . 2 2 , the actual numbers obtained from the survey and 
the smoothed curves are marked and plotted, respectively, according 
t o the keys: 
l . the boss:data point 
i i . the job holder: " 
i i i . the personnel 
s p e c i a l i s t : " 
i v . the colleagues:" 
v. the subordinate: 
data point 
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Also mentioned were designations which were either designator^ or specific 
t o the reporting organisation. Into t h i s class f a l l the following items: 
Specific: - Accountant; 
- Client (Market); 
- I n d u s t r i a l Engineer; 
Designators:- Directors; Board of Directors; Managing Director; 
- Top Management; 
No differences r e l a t i n g job design practices, e.g. ad hue, unit design or 
corporate design, t o the influence exercised was found. 
P 2 . 6 : Establishment variables considered i n the process of job design. 
Among the establishment variables that were most frequently reported t o be 
chs eked f o r i n managerial job design process are shown i n the table of Figure 
6 o 2 2 o 
Establishment variable Number of respondents reporting check on 
1 . Responsibility given t o the job 
holder 5 0 
2 . Authority available to job holder 4 8 
3 - The structure of the organisation 4 7 
4 - Information flow system, methods 
and procedures 3 5 
5 - Administration control procedures 3 4 
6 . Financial budgeting systems 3 0 
Figure 6 . 2 2 : Establishment variables checked during managerial 
job design 
Excluded from the above table are the following three items: 
- Financial authority f o r sanction of c a p i t a l , invoices, orders, etc. 
- Number of s t a f f 
- Budget expenditure 
6 . 6 . 2 . Queries related t o organisational events, processes and practices 
I n t h i s section w i l l be presented the results from the survey based on data 
from queries r e l a t i n g to organisational practices which bear upon or arise as a 
consequence of the design of a job. 
Query 3 0 : What proportion of respondents report t h e i r organisations t o 
be involved i n issuing job descriptions to t h e i r managerial 
s t a f f ? 
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Figure 6.23 shows the job descriptions practices as reported by the 105 
respondents. 
No job description (22 21$) 
Job Description Practices 
(105) 
Job descriptions issued (82 78$ 
Don't know ( l 1%) 
Figure 6.23: Job Description Practices as reported by 
survey participants 
The data of Figure 6.23 concurrently analysed i n terms of the type of job 
design practice, e.g. ad hoc, un i t policy or corporate policy, i s shown i n the 
table of Figure 6.24: 
Job descriptions 
No 
Job design practice 
No job design 
Ad hoc job design 
Unit job design policy 
Corporate job design policy 
Figure 6.24: Type of job design practice and whether or not 
job descriptions are issued 
From the table of Figure 6.24 a possible conclusion could be that as the 
degree of commitment t o job design increases, the proportion of respondents 
reporting the existence of job descriptions also increases. 
Query 3*1: For respondents reporting the existence of managerial job 
descriptions w i t h i n t h e i r organisations, are job descriptions 
provided to a l l managerial s t a f f or only to some? 
The data on the f a l l or some? query, from the 82 respondents who reported 
t h e i r organisations to be issuing managerial job descriptions, i s given i n the 
table of Figure 6 .25. 
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Response 
No. of respondents 
registering the response 
(*) 
1. Not a l l managerial l e v e l s t a f f are 
given job descriptions 29 ( 35-4$) 
2. A l l managerial l e v e l s t a f f are given 
job descriptions L6 ( 58.550 
3« Don't know whether a l l managerial 
l e v e l s t a f f have job descriptions 3 ( 3*9%) 
4° No response 2 ( 2«4^) 
Figure 6.25: Responses to the query as t o whether a l l 
Managerial s t a f f have .job descriptions 
Thus even i o r organisations where managerial s t a f f are given job descrip-
t i o n s , the survey data leads t o the t e n t a t i v e conclusion that i n less than 60% 
organisations would the job descriptions be issued t o a l l the managerial s t a f f . 
I t would be interesting to know whether those not issued with job descrip-
tions belong to specific f u n c t i o n a l areas or t o specific levels i n the hierarchy 
As t h i s aspect was not investigated i n t h i s survey, a subsequent study would be 
useful. 
Query 3 « 2 : What are the key components of a managerial job description? 
This query was presented t o the respondents as: 
• ( i ) A check l i s t of ten items, each item t o be crossed 'Yes' or 'No '. 
( i i ) An open space f o r respondents t o itemise the salient components, 
not covered i n the check l i s t , of the job description system as 
used i n t h e i r organisations. 
The table i n Figure 6.26 presents the data from the check l i s t . Figure 
6.27 depicts a conceptual model of work, as a process, derived from systems 
theory, i l l u s t r a t i n g the schematic linkage between the above-mentioned components 
The figures accompanying the model are derived from the table of Figure 6.26. 
Note that the components of the model have been numbered 1 t o 10 w i t h i n c i r c l e s . 
This has been done to l i n k the respondents' »open ended' responses to the model. 
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Key components of the managerial 
job description 
1. Outputs from job holder 
2. Inputs t o job holder 
3 . The processes to be undertaken 
4» The q u a l i t y of outputs 
5. The quantity of outputs 
6. The timings of outputs 
7. The q u a l i t y of inputs 
8. The quantity of inputs 
9» The timings of inputs 
10o The resources available 
Response 
No (%) 
6 (7 .3 ) 
24 (29.3) 
30 (36.6) 
56 (43.9) 
53 (64.6) 
43 (52.4) 
62 (75.6) 
60 (73.2) 
60 ( 7 ? , 2 ) 
22 (26.8) 
Yes 
71 (86.6) 
52 (63.4) 
46 (56.1) 
39 (47.6) 
22 (26.8) 
32 (39.0) 
11 (13.4) 
13 (15.9) 
12 ( L 4 . 6 ) 
51 (62.2) 
Don't know (%) 
5 (6 .1) 
6 (7 .3 ) 
6 (7 .3 ) 
7 i « o ; 
7 ( 8 . 5 ) 
7 (8 .5 ) 
9 (11.0) 
9 (11.0) 
10 (12.2) 
9 (11.0) 
Figure 6.26: Response data on key components of a job description 
(1) Quality (13.4%). 
(2) Quantity h5„9%\ 
(3) Timing ("14.6%") ^  
(5) 
The 
Process 
(56 .1) 
^ t puts f 86.6% V. 
d u a l i t y (47.6%; 
( 9juantity ( 2 6 . 8 % : 
(10) 
Timing (39.0%\ 
Resources 
available 
(62.2%) 
(6) 
Figure 6.27: Conceptual Model of work, based on systems 
theory 
Even a casual glance at the model shows the inexactitude i n the descriptions 
of the job i n organisations, as reported by the respondents. Even a cursory 
comparison ofc corresponding figures i n the input and output sides of the model 
indicates a dominant interest i n outputs as opposed t o inputs, i n the reporting 
organisation. 
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The job description components enumerated by the respondents are now 
presented. 
- Those corresponding to component 5 of the 'work model' 
- Analysing; planning; control; advising decisions; 
- Management of s t a f f ; elements of supervision involved i n job 
- Those corresponding t o component 6 of the 'work model' 
- Budget control; assets control; l e v e l of monetary authority; 
f i n a n c i a l discussion 
- Authority; l i m i t s on authority; r e s p o n s i b i l i t y ; p r i n c i p a l 
r e s p o n s i b i l i t i e s ; general statement cf r e s p o n s i b i l i t i e s ; l e v e l of 
decisions involved; accountabilities, direct decision; degree 
of personal d i r e c t i o n 
- Experience necessary t o do the job; experience; s k i l l t o do the 
job; education 
- Qualities; personal q u a l i t i e s 
- Those corresponding to component 7 of the 'work model' 
- Purpose of job; area and size of operation; statement of objectives 
rather than outputs; 
- Annual key action plans; summary of duties and approximate percentag 
of time spent on each; what information t o provide to management; 
p r i o r i t i e s or importance of projects 
= Those providing a linkage t o other parts, both w i t h i n and outwith the 
organisation 
- Organisational framework; position i n organisation; organisation 
chart; reporting structure; content/position i n organisation; 
reporting relationships; 
- Prohibitions 
- Communication relationships; l i a i s o n roles; nature and l e v e l of 
contacts ( i n t e r n a l and external); interfaces; l e v e l of r e l a t i o n -
ships with other people w i t h i n the organisation; l e v e l of r e l a t i o n -
ships with other organisations; 
One respondent reported that i n his organisation job descriptions also 
covered the l e v e l of remunerations. 
Query 3 « 3 : The degree to which incumbents of managerial positions, at 
d i f f e r e n t l e v e l s , operationalise t h e i r own jobs. 
The table i n Figure 6.28 presents the data from the respondents who 
reported job descriptions to be issued w i t h i n t h e i r organisations. The table 
indicates that as the incumbent position i n hierarchy rises, the degree of 
freedom t o develop his own job description increases. However, t h i s i s a 
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Position i n 
hierarchy-
Degree of se l f development of job description 
Low 
1 2 3 4 5 6 7 8 
High 
9 
Don't 
know 
Does not 
exist 
Top 3 1 4 2 1 10 11 13 9 23 1 
Senior 3 5 3 3 5 15 23 10 3 8 -
Middle 7 4 5 12 19 12 7 2 1 9 -
1 r > 
4-
/~\ r\ O r 1 = 1 o 1 
Entry l e v e l 27 19 8 1 3 3 1 - 1 11 2 
Figure 6.28: Position i n hierarchy and incumbent development 
of .job description 
global statement; between organisation differences i n the degree of freedom 
available t o position incumbents at d i f f e r e n t levels were observed. Taking 
from Figure 6.28 the basic f i v e by nine g r i d , the following patterns were 
observeds 
1. Monotonic increase, where the pattern would be represented by a diagonal l i n e 
from the bottom left-hand side t o the top right-hand side. This pattern which 
i s also reflected i n the table of Figure 6.28 occurred i n 36 cases. 
2» Constant, where the degree of incumbent development permitted was a constant 
f o r a l l l e v e l s of the organisation. For pattern determination purposes, the 
'degree' could be at any l e v e l , e.g. 2, 3> k> etc. This pattern emerged i n 6 
cases. 
3<> Sigmoid increase i s one i n which freedom f o r self-development increases slowly 
with respect t o increments from lower t o upper levels at both the extremes 
of the hierarchy but i s faster i n the middle. This type of pattern occurred 
i n 6 cases. 
4» Exponential increase indicated by freedom f o r s e l f development of job descrip-
t i o n , at f i r s t , increasing, often slowly, with r i s e i n l e v e l i n hierarchy, 
but l a t e r either much, much faster, or becoming constant with r i s e i n h i e r -
archical l e v e l . This pattern was obtained i n 6 cases. 
5« Plateau increase indicated by freedom, f o r self development of job description 
very much faster f o r the upper levels of the hierarchy compared with the 
corresponding measure at the lower levels (where the increase i n freedom 
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with r i s e i n hierarchy l e v e l i s slow or constant). This pattern was obtained 
i n 6 cases. 
I n the above f i v e patterns, no matter which p a r t i c u l a r pattern obtained, 
generally speaking freedom f o r s e l f development of job description, rises with 
movement up the hierarchy. I n the two patterns t o be described below, t h i s 
o v e r a l l pattern does not obtain. 
6. 'Decreasing freedom with r i s e i n hierarchy. This pattern was obtained i n 3 
cases. With reference t o the diagram of Figure 6.28 t h i s pattern would be 
obtained by a l i n e running from the top left-hand oorner t o the bottom r i g h t -
hand corner. 
7« ^Middle Bulge f or hyperbolic pattern. This pattern indicates maximum freedom 
allowed,' f o r the s e l f development of job description, w i t h i n an organisation 
t o occur at the middle levels of the hierarchy; both the levels of hierarchy 
above and below t h i s intermediate l e v e l have lesser freedom. This pattern 
was obtained i n 5 cases. 
These patterns are reported; they might or might not have some repercussions 
on the q u a l i t y of individual/organisation interface f i t . The implications of 
these patterns f o r job design would have t o be worked out i n some future study. 
Query 3*41 The involvement of 'others ' i n the development of a job 
description, f o r managerial employees at d i f f e r e n t levels. 
Hierarchical l e v e l 
of job incumbent 
1. Top 
2. Senior 
3 . Middle 
4« Junior 
5« Entry l e v e l 
Job description developed through the involvement of 
Boss 
87.8$ 
93.9$ 
92.7$ 
85.4$ 
Colleagues 
26.8% 
Subordinates 
6.1$ 
8.5$ 
6.1$ 
6.1$ 
3 .7$ 
Figure 6.29; Percentage of respondents reporting the involvement of 
various members of the role-set i n the ope.ration-
a l i s a t i o n of job descriptions 
Individuals other than members of the role-set were often mentioned as 
being involved i n the operationalisation of the job description. The designa-
tions of these 'others' have been c l a s s i f i e d i n t o the following 4 categories: 
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lo Personnel Department 
2. Organisation Development Department 
3 . Consultants 
4» Positional designations 
The above four categories were together mentioned 153 times; of t h i s number 
82 ( 54$) were references t o 'consultants'. Among the f i v e h i e r a r c h i c a l l e v e l s , 
there was no difference i n involvement of the above-mentioned four classes of 
individuals. 
Query 4° The extent t o which organisations use performance appraisal. 
The main query e l i c i t e d the responses shown i n Figure 6.30: 
Performance Appraisal 
Conducted on Managerial Employees 
(84.8$) = 89 cases 
Not conducted on managerial employees 
(13.356) = 14 cases 
Don't know (1 .9$) = 2 cases 
Figure 6.30: Use of performance appraisal i n o r g a n i s a t i o n 
Of the 105 survey participants only 2 gave the 'don't know'response . The 
table of Figure 6.31 presents the cross-tabulation of job design and performance 
appraisal practices with respect t o those who gave a d e f i n i t e answer i n the 
performance appraisal section. 
Job design practice 
lo No job design 
2. Ad hoc job design 
3» Unit job design 
4» Corporate policy 
Performance appraisal 
Not conducted 
9 
4 
0 
1 
Conducted 
28 
31 
5 
25 
Figure 6.31: Cross analysis of job design and performance appraisal 
practices 
Query 4«1: Role-set p a r t i c i p a t i o n i n performance appraisal. 
The responses to t h i s query are shown i n the table of Figure 6 .32. For the 
holders of the lower l e v e l managerial positions, involvement of the Personnel 
Department i s often present. 
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Designation of performance appraisal Number of times mentioned 
by participants 
1« Boss of job holder 87 
2o Boss of the boss of job holder 12 
3<> Colleagues of job holder 3 
4. Subordinates of job holder 2 
5o Personnel department. 21 
60 Job holder himself ; 5 
Figure 6.32: Participants t o performance appraisal 
Query 4°2: The evaluation of t r a i n i n g needs w i t h i n performance appraisal. 
Of the 89 cases who reported performance appraisal t o be taking place 
w i t h i n t h e i r organisation, 7$ reported that t r a i n i n g needs were also evaluated 
at the same timej 8 reported 'no appraisal' of t r a i n i n g needs and three said 
that they did not know whether or not t r a i n i n g needs were evaluated. 
Query 4 « 3 : The evaluation of the design of the job during performance 
appraisal. 
The diagram of Figure 6.33a- shows the data on responses t o whether or not 
the design of the jobs are evaluated along with performance appraisal. 
PA 
No (14) 
-^Yes (89) Job Design Evaluation -
Don't know (2) 
-No (28) 
-Yes (56) 
^— Don't know (5) 
Figure 6.3^ a: Responses t o whether job design i s evaluated 
along with performance appraisal 
Query U«k° Frequency of the conduct of performance appraisal. 
The table i n Figure 6.33b presents the data on frequency of performance 
appraisal as reported by the 89 respondents reporting t h e i r organisations t o be 
so involved. 
5 4 0 . 
Conduct of performance appraisal Number of respondents reporting 
1 . More than once a year 8 
2 . Once a year 7 5 
3 o As often as found desirable 1 0 
y i a n r f t A . ? ? F ^ 1 ? n i j p n r t f " Conduct of 
Query 5 ? Prevalency of job evaluation i n organisations. 
The diagram of Figure 6.33s shows the survey data on organisational prac-
t i c e s i n the area of job evaluation f o r managerial positionso 
No job evaluation, 4 1 ( = 3 9 . 4 $ ) 
Yes, job evaluation does take place, 61 
( = 5 8 c 7 $ ) 
Total survey sample 
responding to item ( 1 0 4 ) 
Don't know, 2 ( = 1 . 9 $ ) 
Figure 6<>33c; Responses t o the query on job evaluation 
Co-evaluation of the basic job evaluation data with job design practices 
data i s presented i n the diagram of Figure 6 . 3 3 d . 
Job evaluation 
Sample responding t o 
both job evaluation 
and job design items 
1 0 2 ( = 1 0 0 $ ) 
No Job Design 
= 3 6 (= 35-3%) 
Ad hoc Job Dpsign 
= 3 5 ( = 3 4 . 3 $ ) — 
Unit Job Design 
= 5 ( = 4 . 9 $ ) 
Corporate Job Design 
= 2 6 ( = 2 5 . 5 $ ) 
No 
1 9 
1 
( 1 . 0 $ ) 
4 
( 3 . 9 $ ) 
Yes 
1 7 
( 1 8 . 6 $ ) ( 1 6 . 7 $ ) 
1 7 18 
( 1 6 . 7 $ ) ( 1 7 . 6 $ ) 
4 
( 3 . 9 $ ) 
2 2 
( 2 1 . 6 $ ) 
Figure 6 . 3 3 d:Co-evaluation of data f o r job evaluation and 
.job design practices 
From Figure 6 . 3 3 d i t could be deduced that the l i k e l i h o o d of the event 
job evaluation increases as the commitment t o job design increases; corresponding 
5 A 1 * . 
t o the four types of practices i n job design, the p r o b a b i l i t i e s of job evalua-
t i o n w i t h i n these organisation types i n 0«49> 0 . 5 1 , 0.80 and O . 85 respectively. 
Query 5°ls The causes of job re-evaluation 
Altogether 3 2 causes f o r job re-evaluation were mentioned by the respon-
dentSo The terms used t o describe the causes could be viewed as being linked 
one to another as shown i n the diagram of Figure 6 . 3 4 " 
Changes i n 
organisation 
Meed fo r re-
evaluation 
Setting up of 
new job eva-
l u a t i o n scheme 
Re-appraisal by 
job evaluation 
iob holder d e m a n d b y d e m n d b y 
JOD noxaer b o s s Q f 
demands . , , , . . , . 
job holder association 
periodic 
i n t e r m i t t e n t 
Committee approval 
Council agreement 
Figure 6.3L% Causes of Job Re-evaluation 
The diagram depicts that either changes i n the organisation or lack of 
acceptability of current job evaluations are the main reasons f o r job re-
evaluation, i n case the job re-evaluation i s not automatically and p e r i o d i c a l l y 
undertaken. Terms used by respondents t o describe the changes p r e c i p i t a t i n g job 
evaluation were: 
- organisational s t r u c t u r a l changes; organisational changes ( 2 ) ; 
re-organisation ( 2 ) ; as the company grows and changes; upon 
re-organisation; s t r u c t u r a l changes; s i g n i f i c a n t changes; 
frequent re-organisation; environmental changes; as a result of 
departmental or section re-organisation; changes i n job context; 
s i g n i f i c a n t changes i n job context; at the time of obvious change; 
Terms used denoting changes specific t o the job were: 
- when job changes; changes i n r e s p o n s i b i l i t y ; when a new person 
takes over the job; when aspects of the job have changed; 
Terms used denoting the change of status of job holder: 
- promotions; 
Events denoting changes i n other jobs: 
- changed r e l a t i v i t i e s with other bench mark jobs; appeal following 
regrading of new job; 
5 4 2 . 
Query 5 » 2 : Assignment of job grades straight from job descriptions 
The table of Figure 6 - 3 5 presents the respondent data t o the question 
are the jobs assigned grades straight from the job descriptions? 
Response 
lo Never 
2. Sometimes 
3 ° Always 
4 » Don't know 
5<> Not responded 
Number with 
response (%) 
9 
21 
28 
1 
2 
( 1 4 . 8 ) 
( 3 4 - 4 - ) 
( 4 5 o 9 ) 
( ( 1 . 6 ) 
( 3 . 3 ) 
Figure 6 . 3 5 ; Responses to the question whether jobs are assigned 
grades straight from job descriptions 
The above presented data could be taken t o indicate that jobs, i n above 4 5 $ 
cases, are described and evaluated on the same set of dimensions. I n such 
cases, as discussed i n Chapter 3 > the degree to which these job descriptions 
help the job holder i n the conduct of his work could be questioned. 
Of the nearly 1 5 $ respondents who stated that job grades were never assigned 
from descriptions, i t could be deduced th a t the organisations were using two 
dif f e r e n t systems of constructs - one f o r descriptions and the other f o r grading. 
Under these circumstances, i t would be strongly desirable to have a common 
database from which descriptions could be generated and grades assigned t o the 
jobs, using whichever system of constructs was more appropriate f o r the 
pa r t i c u l a r application. 
Query 5 ° 3 : Conduct of interviews with the job holder and role set i n the 
assignment of grades t o jobs. 
The table of Figure 6 . 3 6 presents the respondents data t o the question 
'Are interviews with job holder necessary f o r assigning job grades? " 
Data i n the table 6 . 3 6 shows that i n nearly 2 6 $ cases, the job holder's 
operationalisation of the job i s not taken i n t o consideration '.n the assessment 
of jobs f o r assignment of grades. 
5 4 3 . 
Response type 
Number giving response {%) 
Job holder 
.interviews 
Role-set 
interviews 
lo Never 1 5 ( 2 4 . 6 ) 28 ( 4 5 . 9 ) 
2 . Sometimes 2 9 ( 4 7 . 5 ) 2 5 ( 4 1 . 0 ) 
3 . Always 12 ( 1 9 . 7 ) 3 ( 4 . 9 ) 
4 . Don't know- 3 ( 4 . 9 ) 3 ( 4 . 9 ) 
5 » Not responded 2 ( 3 . 3 ) 2 ( 3 . 3 ) 
Figure 6.36; Responses t o the question on xfflether interviews with 
.job holder and role-set are necessary for assigning 
grades t o .jobs, during .job evaluation 
This i s l i k e l y t o lead t o situations of 2 or more individuals, say i n 
d i f f e r e n t locations being issued with the same job description but actually 
performing, according t o the needs of t h e i r l o c a l environments, d i f f e r e n t jobs 
but yet receiving the same job grade and hence salary. This topic was discussed 
i n Chapter 3 » 
The table also shows that the role-set involvement i s an exception rather 
than a ru l e . 
Query 5 « 4 : Use of d i f f e r e n t sets of job evaluation constructs f o r jobs at 
di f f e r e n t levels 
The table i n Figure 6 . 3 7 gives respondents' response data t o the question 
JAre managerial jobs at a l l levels evaluated with the same l i s t of key elements? 
While'the data intake pertains t o job evaluations, the fact that i n nearly J>Qs% of 
Response type Number of respondents giving the response {%) 
1. No 18 ( 2 9 . 5 ) 
2 . Yes 3 2 ( 5 2 . 5 ) 
3 - Don't know 9 ( 1 4 . 8 ) 
4 . Not responded 2 ( ( 3 . 3 ) 
Figure 6.37: Responses t o the question on whether the same set of 
constructs i s used f o r evaluating jobs at d i f f e r e n t 
levels 
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organisations, d i f f e r e n t levels suggest that d i f f e r e n t sets of constructs may also 
be necessary f o r designing jobs at d i f f e r e n t l e v e l s 0 This could be regarded as 
a metaphor to be tested i n future research. 
Query 5»5s Job elements used i n job evaluations 
The author had asked the respondents t o l i s t the key elements used i n t h e i r 
organisation f o r evaluating jobs; where more than one system of constructs was 
i n operation the request was that a l l the schemes should be mentioned. Whereas 
nearly 3 0 $ had indicated t h e i r organisation t o be using more than one scheme, 
none of the respondents presented two or more d i s t i n c t l i s t s . The elements, 
or parameters, used i n organisation, as mentioned by respondents i n t h i s survey, 
f o r evaluating jobs were the same as presented and discussed i n connection with 
Query 2 . 3 ° 
Note: The number of terms mentioned were only 1 0 0 whereas response space f o r 
Query 2 . 3 had e l i c i t e d nearly 2 0 0 items. However, as the c l a s s i f i c a t i o n 
used i n presenting the data of Query 2 . 3 i s equally applicable to the 
data collected here, and given that the e a r l i e r discussion was at length, 
the topic w i l l not be discussed f u r t h e r . Moreover, there was no ascertain-
able difference over the use of job evaluating parameters between organisa-
tions according to t h e i r c l a s s i f i c a t i o n on job design practices. 
Query 6 : Use of objective setting f o r managerial positions 
The diagram of Figure 6 » 3 & shows the data on the use of objective s e t t i n g 
w i t h i n organisations p a r t i c i p a t i n g i n the survey as;.a f u r t h e r l e v e l of analysis. 
Figure 6 . 3 9 presents the same data with the job design practices superimposed. 
Do not use objective setting ( 2 4 ) 
Survey population 
( 1 0 5 i. 
Participants res-
ponding to item 
( 1 0 4 ) 
,Do use objective setting ( 7 9 ) 
Don't know ( l ) 
Participants not 
responding to item 
1 
Figure 6.38: Data on use of objective s e t t i n g 
5 4 5 . 
Total 
Survey ( 1 0 5 ) 
-No Job Design ( 3 8 ) 
/ Ad hoc Job Design ( 3 6 ) 
Y^Unit Job Design ( 5 ) 
Y & 
No1 
7 
1 
Use of objective setting 
"Don't Yes 
2 3 
28 
know 
1 
No respons 
Corporate Job Design 
2 4 
Figure 6 . 3 9 : Analysis of data for type of job design practice 
and use of objective setting 
Once again, i n going from top t o bottom along the v e r t i c a l axis of Figure 6 . 3 9 > 
i f the various rubrics are taken t o indicate increasing organisational commitment 
t o job design, then deductively the proportional use of objective s e t t i n g 
increases w i t h the degree of commitment. 
Query 6 . 1 : Participants t o objective s e t t i n g 
The table of Figure 6 . 4 0 presents the data on the participants t o the 
objective s e t t i n g process f o r the 7 9 respondents who had indicated the use of 
objective setting w i t h i n t h e i r organisations. 
Participant Number of respondents reporting p a r t i c i p a t i o n (%) 
1 . The job holder's boss 7 5 ( 9 4 . 9 ) 
2 . The job holder himself 5 5 ( 6 9 . 6 ) 
3 - The job holder's colleagues 1 7 ( 2 1 . 5 ) 
4 - Those who receive the job 
holder's outputs 1 6 ( 2 0 . 3 ) 
5 . Job holder's subordinate 1 4 ( 1 7 . 7 ) 
6 . Personnel Department 
representative 1 1 ( 1 3 0 9 ) 
7 . Those who supply inputs t o 
( 1 0 . 1 ) job holder 8 
Figure 6.40: Participants t o the objective setting process 
The data i s surprising i n t h a t : 
1 . The boss does not take part i n a l l objective s e t t i n g cases. 
2 . In 30$ cases the job incumbent himself does not take part i n the 
setting of objectives f o r his own po s i t i o n . 
5 4 6 . 
3 « The receivers of output, and even more so the providers of inputs, 
are r e l a t i v e l y ignored i n the objective setting process. 
Also mentioned by participants were two types of.terms not included i n 
the table of Figure 6 . 4 0 . The not-included terms were: 
- Type 1 : Designatory rather than r e l a t i v e ; e.g. The Board; Accountant; 
Other Directors; Chief Executive 
= Type 2 : Pol.icy statements^ e ;g; Company Plans and Budgets; the Company 
Budget; I n l i n e with company objectives/policy. 
Also not included i n the table i s the t h r i c e mentioned 'boss's boss', who 
would be an important participant to the objective setting process. 
Query 6 . 2 : Documentation of objectives 
The methods of documenting objectives, as reported by the survey p a r t i c i -
pants, are presented i n the table of Figure 6 . 4 1 « - The surprising data i s i n 
the two classes: tLeft at verbal level'and 'computerised'. The f i r s t f o r it:e 
Method of documenting Number of participants reporting method 
(% of respondents) 
1 . Left at verbal l e v e l 4 ( 5 . 1 ) 
2 . Handwritten 2 6 ( 3 3 . 3 ) 
3 . Typed 5 7 ( 7 3 . 1 ) 
4 - Computerised 7 ( 9 . 0 ) 
Figure 6.Z1.I: Methods of documenting objectives for managerial 
.job holders 
inadequacy and the l a t t e r f o r the infrequent use of te x t processing f a c i l i t i e s 
(along with ease of access, etc.) that the computers provide. 
Query 6 . 3 : A v a i l a b i l i t y of objectives, set f o r an i n d i v i d u a l , t o others 
w i t h i n the organisation 
The survey participants' responses are presented i n the table of Figure 6 . 
5 4 7 . 
Objectives are made 
available t o 
Number of respondents 
reporting response ($) 
lo The job holder's boss 7 6 ( 9 6 . 2 ) 
2 . The job holder 7 5 ( 9 4 . 9 ) 
3 . The boss of the boss 2 9 ( 3 6 . 7 ) 
4 . Those who receive outputs from 
job holder 1 0 ( 1 2 . 7 ) 
5 . Those who supply job holder 
with inputs 8 ( 1 0 . 1 ) 
6 . The job holder's colleagues 7 '(8.9) 
7 . The personnel function 5 ( 6 . 3 ) 
Figure 6 . 4 2 ; A v a i l a b i l i t y of objectives, set for a .job holder, 
to others w i t h i n the organisation 
Not a l l job holaers' objectives are available t o the boss, while not a l l job 
holders know the objectives that have been assigned t o them. S t i l l , an even 
graver s i t u a t i o n i s with respect t o the a v a i l a b i l i t y of objectives, to those who 
supply the job holder with his inputs and outputs, and colleagues with whom he 
interacts i n the course of work. 
Query 6 . 4 : Frequency of reconsideration of objectives 
The table of Figure 6 . 4 3 presents the data on the frequency of reconsidera-
t i o n of objectives. 
Frequency of reconsideration Number of respondents giving the response ($) 
1 . Once a month 7 ( 8 . 9 ) 
2 . Once a quarter 8 (JO.l) 
3 . Twice a year 9 ( 1 1 . 4 ) 
4 « Once a year 3 3 ( 4 1 . 8 ) 
5 « Whenever necessary 2 2 ( 2 7 . 8 ) 
Figure 6.43: Frequency of reconsideration of objectives 
Thus, from Table 6 . 4 3 , i t i s clear that f o r a large proportion of managerial! 
s t a f f , namely 7 2 . 2 $ i n industry, objective setting i s a time related a c t i v i t y ; 
only f o r a minority, 2 7 . 8 $ , i s objective setting organically invoked - i . e . 
undertaken when required. Although i t i s hard t o conceive of situations where 
5 4 8 . 
work could i n e v i t a b l y be s p l i t i n t o slices requiring a f i x e d i n t e r v a l of time, 
se t t i n g objectives f o r a fi x e d period appears t o be the favoured way. 
Query 7 : Use of information systems i n monitoring i n d i v i d u a l performance 
The diagram of Figure 6 . 4 4 presents data on responses t o the question 
whether w i t h i n the respondent's organisation some information system f o r moni-
t o r i n g performance existed. 
No monitoring information system ... 5 3 
Monitoring information system exists 4 6 
Study sample 
( 1 0 5 ) Don't know 0 . 0 0 0 . . o s o . . . . . 0 0 0 0 . 0 0 . 0 . 4 
Did not respond .o....... 2 
Figure 6 . 4 4 : Existence of performance monitoring information 
system 
Data here cl e a r l y indicates that i n a majority of organisations no perform-
ance monitoring information systems exist j an indictment of current organisa-
t i o n a l practices. 
Query 7 » 1 : Type of monitoring information system i n use 
Of the 4 6 respondents who indicated t h e i r organisations t o be using 
performance monitoring information systems, only 3 9 gave d e f i n i t e t i t l e s f o r 
the systems i n use. The others gave vague responses l i k e : various, results, 
impact, management information system, various monitoring systems, etc. These 
terms, while indicating the presence of monitoring systems, did not lend them-
selves to c l a s s i f i c a t i o n . From the other terms, the 3 9 cases mentioned above, 
the author could devise a four class t y p i c a t i o n as shown below: 
1 . Accounting based with t i t l e s l i k e : budgets and milestones; budgeting and 
forecasting; monthly budgets; monthly p r o f i t s and loss accounts; 
management accounts ( 2 ) ; cost statements; business accounts; p r o f i t 
centre control data; f i n a n c i a l performance report; bonus forms; bonus 
scheme. 
2. Evaluation based with t i t l e s such as: performance evaluation; appraisal 
counselling system; MBO report; performance review; key action plans 
and review; objective review; evaluation by boss; performance ;.nd 
development review systems; objective management. 
3 « S t a t i s t i c s based: annual s t a t i s t i c a l assessment; management s t a t i s t i c s ; 
monthly s t a t i s t i c s report; progress s t a t i s t i c s ; monthly management 
reporting system; monthly review s t a t i s t i c s ; annual assessment 
s t a t i s t i c s ; business development performance; annual trading results 
and balance s t a t i s t i c s . 
5 4 9 . 
4 « Transaction based control with terms l i k e : order processing con t r o l , 
stock system, sales s t a t i s t i c s 
The above c l a s s i f i c a t i o n i s contrived by the author; from the name of the 
system i t i s d i f f i c u l t t o devise a more accurate c l a s s i f i c a t i o n . Further 
research, based on t h i s topic alone, i s called f o r . 
Query 7 » 2 : P o s s i b i l i t y of classifying the information carried i n the 
information system onto the basic a c t i v i t y model 
The table of Figure 6 . 4 5 reports the responses to the request toi the 
respondents t o t i c k the elements of the job r e f l e c t e d i n the performance 
information system used i n t h e i r organisations. 
Job element Number of respondents t i c k i n g the element (%) 
1 . Outputs from job holder 3 5 ( 7 6 . 1 ) 
2 . Inputs t o job holder 1 7 ( 3 7 . 0 ) 
3 . The processes undertaken 9 ( 1 9 . 6 ) 
4 . The q u a l i t y of outputs 2 4 ( 5 2 . 2 ) 
5 . The q u a l i t y of the outputs 2 7 ( 5 8 . 7 ) 
6 . The timing of the outputs 2 7 ( 5 8 . 7 ) 
7 . The q u a l i t y of inputs 0 
8 . The quantity of inputs 5 ( 1 0 . 9 ) 
9 . The timing of inputs 1 0 ( 2 1 . 7 ) 
1 0 . The resources made available 1 5 ( 3 2 . 6 ) 
Figure 6.45: Elements of .job r e f l e c t e d i n the performance 
information system i n use 
Comparing t h i s table with the job description table (Figure 6 . 2 7 ) , which i s 
based on the a c t i v i t y model as w e l l , while indicating a clear difference i n 
the focus of attention on elements of the model, gives r i s e t o the query as t o 
why descriptions of jobs and performance evaluation information systems should 
be so vastly d i f f e r e n t . After a l l , i f an aspect of job i s given low concentra-
t i o n i n description why should i t be given high prominence i n evaluating 
performance? 
Other factors on which MIS (Management Information Systems) i n use carried 
information were:-
550o" 
Dimension 1 : - Costs incurred; cost r e s u l t s ; 
- Sales; sales r e s u l t s ; 
= P r o f i t s ; contribution 
Dimension 2 s- Factors a f f e c t i n g results 
- Problem solving areas 
Dimension 3%- Training courses; development required 
- Career development; promotion r a t i n g 
- Overseas assignments 
Dimension 4 2 - Action by boss; action by customer 
Query 7 ° 3 : Individuals contributing t o performance related management 
information system 
The table of Figure 6 . 4 6 presents a c l a s s i f i c a t i o n of the data on the 
individuals most frequently mentioned as contributing to the MIS r e f l e c t i n g 
accomplishment and performance. 
Contributor t o MIS 
1 . Job holder himself 
2 . The job holder's boss 
3 o Members of the accounting function 
4 » The job holder's subordinates 
5 » The job holder's colleagues 
6 . Those who receive outputs from 
job holder 
7 . Those who supply inputs t o job 
holder 
8 . Boss's boss 
Number of respondents 
reporting (%) 
3 4 ( 7 7 . 3 ) 
2 9 ( 6 5 - 9 ) 
2 1 ( 4 7 . 7 ) 
1 5 ( 3 4 o l ) 
9 ( 2 0 . 5 ) 
7 ( 1 5 . 9 ) 
5 ( 1 1 . 4 ) 
3 ( 6 . 8 ) 
Figure 6 . 4 6 : Most frequently mentioned contributors to MIS r e f l e c t i n g 
accomplishment 
A comparison of t h i s table with the table of Figure 6 . 3 2 on those perform-
ing appraisal, shows how role-set individuals, e.g. subordinates, although not 
d i r e c t l y involved i n appraisal may be influencing decisions by contributing 
information which r e f l e c t s on the job holder's performance. 
One respondent reported that i n the MIS i n use i n his organisation, outside 
people, e.g. c l i e n t s , could also contribute comments on his performance. 
Query 8 : Use of manpower planning 
The diagram of Figure 6 . 4 7 presents the survey p a r t i c i p a n t s ' responses t o 
5 5 1 -
the query whether t h e i r employing organisation used manpower planning. Second 
l e v e l analysis of those organisations involved i n manpower planning i n terms 
of t h e i r involvement i n job design i s shown i n Figure 6 . 4 8 . 
Sample 1 0 5 
/n r\r\af\ 
'.Responding t o 
item 1 0 4 
Not responding 
•to item 1 
Manpower Planning not used 4 4 ( 4 1 . 9 $ ) 
Manpower Planning used 5 4 ( 5 1 « 4 $ ) 
Don't know 6 ( 5 . 7 $ ) 
Figure 6.A.7: Use of Manpower Planning 
Manpower Planning 5 4 ( = 1 0 0 $ ) 
No Job Design 1 2 ( = 2 2 . ; 
Ad hoc Job Design 2 0 ( = 3 7 . 0 $ ) 
— Unit Job Design 4 ( = 7 . 4 $ ) 
Corporate Job Design 18 (= 3 3 . 3 $ ) 
Figure 6 . 4 8 ; Joint occurrence of Manpower Planning and 
Job Design 
Further analysis of the organisation using manpower planning, i n terms of the 
explanatory variables, except f o r the size variable, showed patterns which were 
not s i g n i f i c a n t . The size-variable was s i g n i f i c a n t , i n that very small organi-
sations are more l i k e l y not to be involved i n manpower planning. 
Query.vS.l: Linkage between the organisations and; industry manpower planning 
Only 18 respondents reported t h e i r organisation's manpower planning t o be 
linked t o the manpower planning of the industry sector i n which t h e i r organisa-
tions were operating. Further research would be necessary t o f i n d out whether 
i n the case of other organisations, no industry-wide plans existed or whether 
the reporting organisations had not synchronised t h e i r plans with the higher 
order ( i n d u s t r i a l sector) manpower plans. 
5 5 2 . 
Queries 8 . 2 and 8 . 3 : Use of succession planning and recruitment planning 
within.manpower planning 
Of the 5 4 respondents reporting t h e i r organisations t o be involved i n 
manpower planning 4 8 reported t h e i r succession plans t o beintegrated i n t o the 
over a l l manpower plans. However, 4 respondents indicated that w i t h i n t h e i r 
organisations, succession plans were not so integrated. 
Even a lower number, namely 4 3 of the 5 4 respondents, reported the r e c r u i t -
ment plans of t h e i r organisations t o be'integrated i n t o the manpower plans. 
Ten of the respondents, i . e . nearly 1 9 $ reported the recruitment practices 
d e f i n i t e l y not to be linked t o the manpower plans. This i s a surprising s t a t i -
s t i c . Further investigation i n t o why recruitment practices are not co-aligned 
with o v e r a l l manpower plans would be i n s t r u c t i v e . 
Query 8 . 4 : Designs of existing jobs being part of manpower planning data 
The diagram of Figure 6 . 4 9 shows the data t o the query whether the design 
of existing jobs i s incorporated i n t o manpower planning consideration. The 
diagram s p l i t s the data according t o the type of job design practice reported 
by the respondents. Once again the data indicates linkage between MP and job 
design such that the greater the degree of i n s t i t u t i o n a l i s a t i o n of job design IT v Don't Mo Yes . 
know 
1 2 ( - 1 0 0 $ ) 3 ( 2 5 $ ) 7 ( 5 8 . 3 $ ) 2 ( 1 6 . 7 $ ) 
/20 (= 1 0 0 $ ) 5 ( 2 5 $ ) 1 4 ( 7 0 $ ) 1 ( 5 - 0 $ ) 
Manpower Planning 
5 4 V H ( = 1 0 0 $ ) 1 ( 2 5 $ ) 3 ( 7 5 $ ) 0 
\ l _ 8 ( = 1 0 0 $ ) 0 1 6 ( 8 8 . 9 $ ) 2 ( 1 1 . 1 $ ) 
Figure 6 . 4 9 : Incorporation of consideration on the design of 
existing .job i n t o manpower planning 
practices, the greater the synchronisation of job design concepts i n t o manpower 
planning. 
Query 9 : Annual (block) recruitment 
Of the 1 0 5 respondents 3 0 stated that t h e i r organisations were involved i n 
annual recruitment of managerial s t a f f . A large proportion so reporting came 
from large organisations. 3 of the respondents came from organisations employing 
5 5 3 . 
less than 1 , 0 0 0 and 8 from organisations employing between 1 , 0 0 0 and 5 > 0 0 0 . 
Figure 6 < > 5 0 gives the breakdown f o r these 3 6 respondents according t o the type 
of job design practice reported: 
Annual recruitment 3 0 ( = 1 0 0 $ ) 
Mo job design 1 2 ( 4 0 . 0 $ ) 
Ad hoc job design 9 ( 3 0 . 0 $ ) 
Unit job design 3 ( 1 0 . 0 $ ) 
N'v- Corporate job design 6 ( 2 0 . 0 $ ) 
Figure 6.50: Annual recruitment and job design practices 
Queries 9 . 1 and 9 « 2 : Linkage of block recruitment and succession plans; 
observation of recruitment practices f o r effect on 
the design of existing jobs 
Of the 3 0 respondents who had reported t h e i r employing organisations t o be 
involved i n annual recruitment schemes 4 said that they did not know whether the 
recruitment policy was synchronised with job design; 1 2 reported succession 
planning and annual recruitment not t o be linked. The remaining 1 4 respondents 
who had said yes t o annual recruitment reported further the annual recruitment 
policy was linked t o p r a c t i c a l succession planning. Given that of the 3 0 respon 
dents who had reported t h e i r organisations t o be involved i n annual recruitment 
4 6 . 7 $ had reported a l i n k between succession plans and the annual intake, furthe 
research i s needed t o resolve the advantages and disadvantages of l i n k i n g the tw 
at t h i s early stage. 
To the question "are the recruitment practices investigated f o r e f f e c t on 
the current design of existing jobs", the responses are shown i n the diagram 
of Figure 6 . 5 1 . Limited as the data i s , i t does nevertheless show a tendency 
f o r organisations, i n practice, t o disregard the design of current jobs i n 
ongoing annual recruitment. 
No - 1 4 ( = 4 6 . 7 $ ) 
Annual recruitment practice 3 0 ( = 1 0 0 $ ) - e — Yes = 1 0 ( = 3 3 . 3 $ ) 
V - Don't know = 6 ( = 2 0 . ( 
Figure 6.51: Linkage between annual recruitment practice and 
job design 
5 5 4 . 
To the question 'Is the work behaviour of employees recruited under part 
recruitment policies taken account of i n current practices", the responses 
are shown in. the diagram of Figure 6 . 5 2 . 
t—No = ' 4 ( = 13.356) 
Annual recruitment practice 3 0 ( = 1 0 0 $ ) — / Yes = 1 9 ( = 6 3 . 3 $ ) 
V . n„~,«4- — n f— no oaf\ 
Figure 6.52; Incorporating the results of post recruitment 
policies i n t o current practices 
Query 10: Existence of t r a i n i n g schemes/programmes 
The diagram of Figure 6 . 5 3 gives the respondent data t o the query whether 
t r a i n i n g schemes f o r furthering the knowledge and s k i l l s of managerial employees 
existed i n t h e i r organisations. 
— No t r a i n i n g scheme 2 4 (= 20$) 
Training scheme existed 8 3 ( = 7 9 $ ) 
Don't know whether t r a i n i n g 
scheme exists 1 (= 1$) 
Figure 6.53: Data on existence of t r a i n i n g schemes 
Deduction from the sample would be that while f o r a majority of 
managerial employees some t r a i n i n g p o s s i b i l i t i e s are often offered, f o r a 
large minority, no t r a i n i n g p o s s i b i l i t i e s may exist. Analysis of the above data 
i n terms of the job design practices, as reported by the same respondents, 
indicated that where job design was practised at unit or corporate levels, 
t r a i n i n g p o s s i b i l i t i e s always existed; where ad hoc job design practice prevailed 
the p r o b a b i l i t y of t r a i n i n g schemes was 0.11; where no job design was being 
practised the p r o b a b i l i t y of the existence of t r a i n i n g schemes was • reduced t o 
O . 6 3 . 
Queries 10.1 t o 10 . 5 : Compulsory t r a i n i n g ; co-determination of the t r a i n i n g 
one participates i n ; organisation of t r a i n i n g schemes; 
place of jobs r o t a t i o n i n t r a i n i n g schemes; attend-
ance at conferences i n subjects of interest as part 
of t r a i n i n g 
To the query " i s i t required that each in d i v i d u a l take part i n some 
t r a i n i n g " , the responses are shown i n the diagram of Figure 6 . 5 4 . Thus, of 
the respondents who reported t r a i n i n g schemes t o exist i n t h e i r organisations, 
about half reported p a r t i c i p a t i o n i n t r a i n i n g t o be required while the other 
half reported i t not t o be a requirement. 
No t r a i n i n g scheme or don't know whether 
i t exists 2 5 ( = 2 3.8$) 
Total / / — Par t i c i p a t i o n not required 3 0 ( = 3 6 = 2 $ ) 
sample ^ Training / 
1 0 5 ( 1 0 0 $ ) scheme / Pa r t i c i p a t i o n required 4 2 ( = 4 0 . 0 $ ) 
exists \ 
80 (= 7 6 . 2 $ ) >— Don't know whether required 3 ( = 2 . 9 $ ) 
Figure 6 . 5 4 : Responses t o whether p a r t i c i p a t i o n i n t r a i n i n g i s required 
To the query Are t r a i n i n g needs of individuals co-determined by them , 
the responses are shown i n Figure 6 . 5 5 ° The data shows expected r e s u l t s ; the 
only question i s why i n the small minority of cases, 4 « 8 $ , do the job holders not 
participate i n determining t h e i r own t r a i n i n g needs? 
No t r a i n i n g scheme or don't- know whether 
one exists 2 5 ( = 2 3 . 8 $ ) 
Total / No co-determination of t r a i n i n g 
sample £ Training scheme / needs 5 ( = 4.8$) 
1 0 5 ( 1 0 0 $ ) \ _ exists 80 ( = 7 6 . 2 $ A 
/—Training needs co-determined 7 4 ( = 7 0 . 5 $ ) 
'Don't know whether co-deter-
mined 4 ( = 3 ° 8 $ ) 
Figure 6 . 5 5 : Co-determination of t r a i n i n g needs 
To the query "Are the t r a i n i n g programmes company run/arranged?" the 
responses are shown i n Figure 6 . 5 6 . Thus, the data indicates that most schemes, 
nearly 9 3 $ are company run/arranged. 
No t r a i n i n g scheme or don't know whether 
one exists 2 5 ( = 2 3.8$) 
Training not company run/ 
Total / Training scheme / arranged 4 ( = 3 < 
sample C_ exists / „ . . / 
1 0 5 ( 1 0 0 $ ) ^ — 80 (= 7 6 . 3 $ ) \ T r a i n i n € C ° W r u n / „ , ^ 
v ' v ' \ arranged 7 7 ( = 7 3 . 3 $ ) 
\_ Don't know whether 
company run/arranged 2 (= 1.9$) 
Figure 6 . 5 6 : Organisation of t r a i n i n g 
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To the query " I s job r o t a t i o n a part of normal t r a i n i n g ? " the responses 
are shown i n Figure 6.57» 
Mo t r a i n i n g scheme or don't know whether one exists 25 (=23.8° 
m , , , , _Job r o t a t i o n not normal 51 (= 48.6$) 
Total sample / _ . . , r v 
n 0 £- cnnnf^ I Training scheme / 
? \ ± w / b ' \ _ e x L s t s go (=76.3^)-X-Job r o t a t i o n normal 28 (= 26.7$) 
\« Don't know whether job 
r o t a t i o n normal 4 (= 3»8$) 
Figure 6.57: Position of .job r o t a t i o n w i t h i n t r a i n i n g 
scheme 
The data c l e a r l y indicates that a majority of organisations do not use job 
ro t a t i o n as part of t h e i r t r a i n i n g programmes. This i s rather surprising given 
that job r o t a t i o n has the p o t e n t i a l of producing a chain-reaction of learning and 
the extra cost involved would be minimal. 
To the query "Do individuals have freedom t o attend conferences/symposia on 
subjects of t h e i r i n t e r e s t ? " the responses are shown i n Figure 6.58. 
No t r a i n i n g scheme or don't know whether one exists 25 (=23.8! 
No freedom t o attend conferences 
Total sample I Training scheme / 15 (=14.3$ 
105 (100$) \ _ e x i s t s 80 (=76.3$)-£ Freedom to attend conferences 64 (=6l.0$ 
\)on't know whether freedom given 1 (= 1.0$ 
Figure 6.58: Freedom t o attend conferences/symposia 
A note of caution would be i n order f o r responses t o t h i s query. A number 
of respondents had q u a l i f i e d t h e i r 'Yes' response. The following types of 
qua l i f i c a t i o n s were apperried: 
1. Very l i m i t e d ; w i t h i n l i m i t s ; w i t h i n reasonable" l i m i t s ; with l i m i t s ; 
some; with a l i m i t of say 5.days per annum; l i m i t e d , i f company i s 
paying or giving time o f f . 
2. I n some parts, yes; i n others, no; 
3« But not always at firm's expense; normally i f budget available; 
4. I f they w i l l benefit from i t ; generally; subject t o management 
approvement ( s i c ) . 
These appended q u a l i f i c a t i o n s , o v e r a l l , suggest that the item was too openly 
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worded giving, at least t o some respondents, the idea that unlimited freedom 
was being discussed. The responses and the qualifying remarks, however, suggest 
t h a t some further research t o unravel these l i m i t a t i o n s and freedom would be i n 
order. 
Query 11: Methods of salary determination 
The table of Figure 6.59 presents the response data on the most frequently 
mentioned methods of-salary determination. 
Methods of salary determination 
Number of respondents reporting 
the p a r t i c u l a r method 
{% of t o t a l responses) 
1 . Job grading 75 (27.4) 
2. Related t o the prevailing i n d u s t r i a l 
rates 60 (21.9) 
3. Discussion between job holder and his 
boss 43 (15.7) 
/|.« Government advice to industry 31 (11.3) 
5- S k i l l contribution 27 ( 9.9) 
6. National negotiations 26 ( 9.5) 
7. Managerial l e v e l s t a f f association/ 
union 12 ( 4.4) 
Figure 6.59: The[ most frequently mentioned methods of 
salary determination 
Two respondents also mentioned the i n f l a t i o n rate (cost of l i v i n g ) as a 
determinant of salary. I n "Chapters 3 and 4 the author, i n developing the theme, 
attempted to d i f f e r e n t i a t e between the salary f o r the job, the merit award 
which l i n k s the i n d i v i d u a l performance with the remuneration he receives and 
the bonus, which depends on the t o t a l company performance and thereby l i n k s 
the i n d i v i d u a l t o the t o t a l organisational ef f i c i e n c y . The separation of 
these three components of remuneration would give greater f l e x i b i l i t y t o 
organisations. However, i n response t o t h i s query the respondents, i n addition 
t o the above seven responses also mentioned: 
- Ind i v i d u a l performance (8 times) 
- Company performance (6 times) 
as determinants of salary. I n t h i s area, therefore, further research i s 
necessary t o f i n d out whether the system of breaking t o t a l remuneration into 
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i t s component parts (basic, merit and pi^ o f i t ) produces greater s a t i s f a c t i o n 
and effi c i e n c y , or whether a simple "lump sum" concept of salary produces the 
same end re s u l t s . 
Query 12: Use of succession plans (SP) 
Questions regarding succession planning have been raised as sub-queries 
twice before: i n r e l a t i o n t o manpower planning (Query 9) and Annual Recruitment 
(Query 10). Respondents, therefore, had repli e d t o the succession planning sub-
query i f , and only i f , they had given an affirmative response t o the main 
queries. Here succession planning was the main query. The diagram of Figure 
6.60 presents an overview to the responses t o the item. 
^Not responding t o item 
1 (= l . ( 
Total sample , .T , , , , n 
n r i c /_ mntfY* /— No, SP does not take place 
105 i ioo%;\ / 5 ? ( = % ^ % ) 
R . , - A l l sub-queries Responding / g p d o e s o c c u r / m r k e d N o 1 (= to item x ~ 
\ Some sub-queries 
^ marked Yes 43 (=41.3$ 
Don't know 
3 (='2.< 
Figure 6.60: Overview of response's t o main item 
on succession planning 
Of the 43 respondents who reported SP t o occur i n t h e i r organisations: 
- 21 reported that individuals involved i n various succession plans are 
t o l d of how they would be affected by the plans. 
- 40 reported that t h e i r organisations attempt t o organise t r a i n i n g , where 
necessary, i n order to prepare f o r eventualities. 
- 32 reported that t h e i r organisation's attempt t o incorporate the view 
of job holders, who might be affected by the planned succession, i n t o 
t h e i r Succession Planning. 
For t h i s item some respondents wrote remarks which, o v e r a l l , indicate a weakness 
i n question formulation. The remarks were of the kind: 
not always/sometimes/indirectly/not formally/exceptionally, etc. 
This suggests that further research i n t o the process of Succession Planning, 
how individuals affected by the planned succession are treated, etc., could 
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be conducted t o bring out even more i n s i g h t f u l behavioural data, of the process 
'as conducted' rather than 'should be conducted', t h i s l a t t e r being covered 
more i n the l i t e r a t u r e than the formero 
Query 13: Policy on i n t e r n a l promotions 
The survey responses t o the question , r I f a managerial position becomes 
vacant w i l l i t be f i l l e d by i n t e r n a l promotions?" are given i n the diagram of 
Figure 6.61e 
Always 16 (=15-2$) 
Often 49 (= 46.7$) 
Sample size 105 (100$) £ Sometimes 35 (= 33.3$) 
Never 2 (= 1.9$) 
Don»t know 2 (= 1.9$) 
Figure 6 .6 l ; Responses t o the query on i n t e r n a l 
promotions policy 
Thus, the survey data indicates that preference f o r i n t e r n a l promotions 
i s considerable. I n only a minority, although quite a considerable minority, 
namely 15.2$, might i t come to be rule rather than exception. Some of the 
respondents had q u a l i f i e d t h e i r responses with conditional clauses such as; 
usually/almost/very/virtually / 9 5 $ of the time/ etc. 
Here again, the author suggests the need f o r further research t o elucidate what 
type of organisations, under what conditions give preference t o , or adopt a 
policy biased i n favour of i n t e r n a l candidates. Suggestions f o r fu r t h e r 
research i s based on the fact that the analysis of size ( i . e . number of employee 
of the organisation t o which belonged the respondents reporting t h e i r organisa-
t i o n s t o 'always' o f f e r i n t e r n a l promotions, showed these organisations more 
often t o be large. Organisation size data f o r the sixteen 'always' responses 
of Figure 6.6l i s shown i n Figure 6.62. 
Smaller organisation ( 5>000 employees) = 1 
•Always' respondents 16-^ Medium size organisation (5,000-20,000 
employees) = 4 
Large organisations ( 2,000 employees) = 11 
Figure 6.62; Organisational size analysis f o r respondents 
reporting i n t e r n a l promotions rule 
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The data of Figure 6.62 suggests that size may be an important variable 
of i n t e r n a l promotions policy; however, market leadership, exclusiveness of 
product, and a host of other factors, l i k e the ownership of the organisation, may 
a l l be related t o the policy on i n t e r n a l promotions. Research on these and 
other fundamental parameters related t o the p a r t i c u l a r policy on promotion 
adopted by an organisation would be illuminating. 
Query 14: Training f o r new s k i l l s required 
The responses t o the query "Whaithere i s need f o r new s k i l l s does the 
company off e r t r a i n i n g opportunities t o current s t a f f ? " are shown i n the diagram 
of Figure 6.63. 
(=12.4/0 
(=81.056) 
(= 1.956) 
(= k.&%) 
Figure 6.63: Responses t o whether the organisations o f f e r 
t r a i n i n g opportunities f o r needed new 
s k i l l s 
Allowing f o r the p o s s i b i l i t y that the urgency f o r the required s k i l l s may, at 
times, be so great as t o disallow i n t e r n a l r e t r a i n i n g , the fact that 12.45? of 
t h e respondents reported that t h e i r organisations do not o f f e r r e t r a i n i n g i s 
rather disconcerting. 
Analysis by size (number of employees) of the organisations to which the 
respondents reporting no t r a i n i n g opportunity given , however, indicated that 
a disproportionate number (compared t o the sample as a whole, belonged to 
organisations small i n size. I n f a c t , whereas 11 of these respondents belonged 
t o small organisations, only 1 each belonged t o organisations c l a s s i f i e d medium 
or large (as explained i n the c l a s s i f i c a t i o n of Figure 6.62). 
Query 15: Fixed or f l e x i - t i m e 
The survey data t o the query whether f l e x i - t i m e was operational i n the 
respondents organisation i s shown i n Figure 6.64. 
No opportunity given, 13 
Opportunity offered, 85 
Total sample, 105 (1005&)\ 
Don't know 2 
Not • 5 
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No f l e x i - t i m e , 68 (= 64.8$) 
Total sample, 105 (100$) Flexi-time operational, 36 (~ 34«3$) 
Don't know, 1 (= 1.0$) 
Figure 6.64: Flexi-time i n operation 
Since only approximately a t h i r d of the respondents reported f l e x i - t i m e 
to be operational i n t h e i r organisations, i t would appear t h i s i s another, on 
face value, promising area of research - t o f i n d out why the f a c i l i t y was 
not operational i n nearly two-thirds of the organisations. Given that l i t e r a -
ture does not report on any l i m i t a t i o n , organisational gains are stressed; 
why then are so few organisations using flexi-time? 
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6.7* Conclusions 
Under t h i s heading w i l l be discussed two types of conclusion: the specific 
and the general. These w i l l now be presented. 
6.7*1. Specific conclusion 
The survey reported i n t h i s chapter was conducted t o f i n d out organisa-
t i o n a l practices specific t o job design as w e l l as the conduct of processes 
which impinge on the design of jobs. The data collected i n the survey, while 
convincing the author of the necessity of further work i n t o managerial job 
design, helped him t o b u i l d the t h e o r e t i c a l viewpoint now t o be discussed. 
The qu a l i t y of the design of the job should, i t i s suggested by the author, 
be measured on the following three p r i m i t i v e s : 
- The u t i l i s a t i o n , i n the job, of personal p o t e n t i a l 
- The contribution t o organisational purpose 
- The s a t i s f a c t i o n derived by the incumbent as a consequence of 
being the position holder 
These three constructs are regarded as the basic p r i m i t i v e s ; other con-
structs descriptive of the job = job characteristics - or descriptive of the 
job holder's experience-in-job, or of the job holder himself - i n d i v i d u a l 
characteristics - are regarded as higher l e v e l constructs which could be 
studied f o r t h e i r effect by investigating the propensity of these l a t t e r , 
higher order, constructs t o e l i c i t changes i n the job along the primitives 
comprising the q u a l i t y of the design of the job. 
Although, by and large, changes i n a job along a given characteristic, 
however the characteristics may be defined, are l i k e l y t o result i n changes 
along a l l the three q u a l i t y of design (of the job) p r i m i t i v e s , some characteri-
stics may, nevertheless, produce changes only only two, and some even along 
only one, of these p r i m i t i v e s . I f the effects of change induced i n the q u a l i t y 
of design i s describable along only one (of the three) p r i m i t i v e s , then the 
characteristic under consideration i s l i k e l y t o be a synonym f o r the 
pri m i t i v e with which i t i s related, and not a d i s t i n c t c h a r a c t e r i s t i c . 
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The acceptance of the proposition regarding the concept and components 
of the q u a l i t y of design implies the three primitives be considered as a 
set of orthogonal axes along which the design of a job, at any moment, could 
be measured. The location of jobs i n the three dimensional space of the 
measures would be found by f i r s t determining the set of characteristics 
salient t o the jobs being considered. And here, with regard t o the characteri-
stics t o be considered, i t i s worth remarking there i s no universal set of 
characteristics that could be used f o r analysing a l l jobs, i n a l l s i t u a t i o n s , 
with a l l p o s i t i o n incumbents. Towards the resolution of the problem a r i s i n g 
as a consequence of t h i s lack of universal characteristics, the author suggests 
that these could be determined contingently through: 
1. Consensus between experts, who have a general overall viewpoint; and 
2. The job holders, who would have an intimate detailed knowledge of 
not only t h e i r own jobs but also be able t o a r t i c u l a t e t h e i r personal 
- experiences-in-job. 
Having resolved t h i s f i r s t step, the f o c a l jobs would be investigated i n terms 
of the effect of the chosen set of characteristics, on the three primitives 
comprising the q u a l i t y of design. 
An investigation s t a r t i n g along the l i n e s suggested above, would thus 
lead t o suggestions on the d i r e c t i o n of redesign e f f o r t , i f redesign were 
found to be necessary. 
Note that the notion of 'Quality of the Design of the Job' was arrived 
at through analysis and c l a s s i f i c a t i o n of over 300 constructs, that the 105 
survey participants provided and which have been documented e a r l i e r i n t h i s 
chapter. 
The author suggests that the concept 'Quality of the Design of the Job' 
could be the advance that i s needed i n the f i e l d of job design. The designing 
of jobs i n pursuance of theories based solely on characteristics leaves the 
overall results of the designing e f f o r t undetermined. Hackman and Hackman 
(1974A), currently the chief proponents of the characteristics based theory 
of job design, themselves admit t o t h i s undeterminedness when they w r i t e : 
564. 
" o o . o perhaps one of the most compelling explanations f o r the paucity 
of knowledge about work redesign i s also one of the most basic; namely, 
that our capacity t o measure (and thereby understand) what happens when 
jobs are changed has been very l i m i t e d " * 
The concept of the q u a l i t y of the design of the job and i t s operational 
derivative 'The Measures i n the Quality of the Design of the Job', then, 
provide the means f o r : 
l e Finding out which characteristics interact with which of the measures of 
job. Once these interactions are established 
( i ) Depending on the conditions of the jobs being redesigned, the jobs 
could either be loaded or unloaded with respect t o desirable or 
m i l i t a t i n g characteristics, respectively,, 
( i i ) Where i t i s found that a given characteristic affects a measure 
i n one di r e c t i o n and another i n the opposite d i r e c t i o n , then 
effects could be made f i r s t l y t o determine the optimum load and, 
secondly, t o 'tune' the job through adjustments on the two 
characteristics. 
2. Establish the design status of any job at any time. 
3. Measuring the effects of implemented changes. 
Methods currently used i n attempts towards achieving the i n d i v i d u a l / 
organisation interface f i t 
Given that the survey e l i c i t e d responses were: 
l o No e f f o r t at job design i n 38 cases (36.2$ of sample). 
2. E f f o r t at job design at the l e v e l of the i n d i v i d u a l manager, i . e . 
no corporate policy and no un i t policy i n 36 cases (34«3$ of sample), 
t h i s could be regarded as prima facie evidence suggesting that organisations 
attempt t o achieve the f i t at the individual/organisation interface through the 
recruitment/placement process rather than invoking the job design process. 
Taken t o i t s l o g i c a l conclusion, the adoption of recruitment/placement process 
would o f f e r either a s t a t i c (or at least step-by-step) approach t o a s i t u a t i o n 
which i s manifestly dynamic. Organisations using such an approach are l i k e l y , 
therefore, at any specific moment, t o be operating sub-optimally - either over, 
or under, loading, i n terms of job content, the i n d i v i d u a l job holders. 
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6o7«2. General conclusion; a summary of the relevance of the Questionnaire 
results to the key elements i n the author's research 
I n t h i s section are presented the general conclusions reached by the 
author and how the results obtained here furthered the research endeavour. 
The survey data, and the extent to which generalisation from i t are 
possible, indicates t h a t : 
1. (a) A wholistic theory of job design, s p e c i f i c a l l y as applied t o managerial 
jobs, was not manifest i n any of the organisations represented i n the 
survey. 
(b) Where e f f o r t i s directed at job design, i t „is more l i k e l y t o emerge 
from, and be based upon, the job designer 7s own learning through 
exposure to job design defects, or the reinforcing e f f e c t of having 
done something better before. 
2. The results documented throughout Chapter 6 served t o reinforce the view-
point that the managerial job i s complex, varies enormously from one manager 
to another and i s , of necessity, contingent upon the s i t u a t i o n = the person 
himself, his colleagues, his boss, his subordinates ( i n terms of t h e i r 
personality, s k i l l s and a b i l i t i e s ) as w e l l as the substantive elements of 
the tasks necessary t o be performed, and f i n a l l y the manner i n which these 
substantive elements are defined. 
3« There was ample evidence from the respondents to indicate that a properly 
developed theory of job design and an implementation methodology would be 
of p o t e n t i a l value t o i n d i v i d u a l job holders, and t o organisations. 
4. The methods of implementing job design, as reported i n the survey, were so 
rudimentary that the author was not intimidated at the prospect of having 
t o evolve, or f i n d , job design methodology capable of implementing the 
wholistic theory, concepts regarding which were beginning to form i n the 
author's mind. However, the author became convinced, from the data obtained 
i n the survey, that directing his a t t e n t i o n t o the process of job design 
could provide information of incremental value i n a r r i v i n g at conclusions 
regarding operating characteristics which the p o t e n t i a l job design 
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methodology would have to possess f o r i t t o fu r t h e r implementation. 
Research leads 
Having delineated the constructs f o r measuring the q u a l i t y of the design 
of the job, and knowing that jobs are only infrequently purposively designed 
i n accordance with some predetermined corporate-wide policy, the author became 
interested i n fi n d i n g out what happens, from a job design perspective, when 
acisting jobs are modified. Also, of increasing import because the effect of 
job characteristics, or rather changes along these, on the measures of the 
qu a l i t y of design. 
Further, process of job design, i . e . the way i n which jobs acquire the 
at t r i b u t e s of shape, now became the focus of the author's a t t e n t i o n . I n order 
to investigate t h i s , the author decided t o concentrate on the process of job 
modification. A study investigating job modifications i s reported i n the 
next chapter (7) and then i n Chapter 8 the author specifies the operational 
characteristics f o r an acceptable job design methodology. 
Chapter 7 
. . . 
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CHAPTER 7 
STUDIES OF JOB MODIFICATION AND THE PERFORMANCE OF DIFFERENT 
TYPES OF ORGANISATIONS 
Introduction 
I n t h i s chapter are described one major and one supplementary study 
conducted by the author. The purpose of these studies included: 
1. ( i ) An investigation of the process of job modification, so as t o 
be able t o define the characteristics which a job design 
methodology (the process) should possess, 
( i i ) An investigation of the process of job modification, so as 
to be able t o suggest how the process of job design should be 
applied. 
2. An investigation t o ascertain whether support f o r the concept of 
the measures on the q u a l i t y of the design of the job could be 
found i n practice. This was done by finding out how often these 
measures were used as reasons f o r job modification. I t was f e l t 
that the frequency with which these measures were thus used would 
indicate t h e i r importance t o job design. 
3« An investigation, i n respect of a small number of p r i m i t i v e s , 
mentioned i n job design work, or organisational behaviour t e x t s , 
as having implications f o r job design, and t h e i r r e l a t i o n s h i p 
with the measures on the q u a l i t y of the design of a job. 
4« An investigation of the l i n k s , i f any, between organisation types, 
as delineated i n Chapter 6, and a small number of organisational 
variables related to events, circumstances and states surrounding 
assignment to positions. 
Item 4 above required a p r e - c l a s s i f i c a t i o n of data and thus needed more 
data than was required f o r the other three purposes. To f a c i l i t a t e t h i s a 
supplementary study was conducted i n which only data relevant to the fourth 
of the stated purposes was collected. 
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7.1. The process of change 
Job redesign i s a job modification process, and most job modifications 
w i l l induce changes i n the design of the job. However, job design should be 
a directed job modification process i n the sense that both the purpose, and 
the product of modifications should be improvement i n the f i t at the i n d i v i d u a l / 
organisation interface. I f job redesign i s to be eff e c t i v e i t must be i n i t i a t e d 
with respect t o a specific set of jobs which constitute the focus of attention. 
Once jobs are designed they should be monitored for the effec t on them of 
organisational modifications - and these modifications could either be those 
purposely undertaken or organically occurring as w i l l be explained presently. 
Eventually, any organisational change process has the p o t e n t i a l t o effect 
modification t o the design of some jobs. Moreover, p r a c t i c a l l y any organisa-
t i o n a l strategy f o r coping with change has also the po t e n t i a l of influencing, 
determining and effecting the designs of jobs w i t h i n that organisation. 
Changes i n the organisation could be analysed as i n t e n t i o n a l or repercus-
sive. I n t e n t i o n a l charges would be those that are undertaken t o effec t certain 
specific alignments; repercussive changes are those that arise secondary t o the 
intended changes - and these l a t t e r changes may be b e n e f i c i a l or adverse. 
A good analogy f o r i l l u s t r a t i n g the difference between the i n t e n t i o n a l , or 
desired, changes and those that are repercussive i s that of medical treatment. 
I n medical practice the patient i s often monitored by adverse reactions. The 
purpose of monitoring could be regarded as ensuring that the secondary effects -
the adverse conditions - do not dominate, i . e . the benefits, i f not the sole 
occurrence, are greater than the adverse effe c t s . The i n t e n t i o n of medical 
treatment remains the curing or prevention of disease. 
The sources of the reasons f o r change have often been analysed as i n t e r n a l 
or external t o the organisation. 
The external reasons f o r i n t e r n a l organisational change are re f l e c t e d i n 
Child (1972A) when he writes: 
"A number of wri t e r s have arrived at the same broad conclusion that the 
higher the environmental v a r i a b i l i t y and the uncertainty consequently 
experienced, the more the prevailing' structure of organisation should 
be adaptive, with roles subject t o continued, r e d e f i n i t i o n " . 
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Here Child could be regarded as subscribing t o the i n e v i t a b i l i t y of external 
change impinging upon, and inducing changes i n t e r n a l t o , the organisation so 
much so that he argues f o r absorbtion mechanisms to be b u i l t i n t o the organisa-
t i o n . Child's use of the word 'structure' seems unfortunate f o r the concept 
of structure held by him, and following the Aston Group t r a d i t i o n (see Pugh, 
Hickson, Hining and Turner (1973))> covers a large number of aspects including: 
1. Structure of a c t i v i t y (functional specialisation, role specialisation, 
and formalisation). 
2. Concentration of authority (concentration of authority, autonomy of the 
organisation, standardisation of procedures). 
3. Line control of work flow (subordinate r a t i o , formalisation of role 
performance, recording, percentage of work flow superordinates). 
Schlesinger (1979)> while supportive of what has been stated above, also takes 
the view that environmental changes p r e c i p i t a t e reactionary changes w i t h i n the 
organisation. He wri t e s : 
most companies or divisions of major corporations f i n d that they 
must undertake moderate organisational changes at least once a year and 
major changes every four or f i v e years". 
Essentially, the external reasons f o r i n t e r n a l change r e l a t e t o , as i s discussed 
i n Chapter l+, technological innovation, product demand and a v a i l a b i l i t y of rs.w 
materials. Many researchers have carried t h i s argument, a l b e i t from d i f f e r e n t 
perspectives, and the works of Child and of Schlesinger are only examples of 
t h i s viewpoint. 
The reasons f o r change residing w i t h i n the organisations have to do with 
events l i k e retirements, new entrants (at any l e v e l of the organisation and not 
only at the bottom) and re-assignments. These concern i n d i v i d u a l style (see 
Gellerman (1976)) and the presence or absence of functio n a l specialism w i t h i n 
groups, especially of new appointees, t o senior levels of the hierarchy, who 
are changed as necessary not on account of currently occurring external changes 
but because they either view the current i n t e r n a l working as non-optimal, or 
because of personal views rooted i n functional specialism and past experience. 
I n the context of i n t e r n a l changes-must also be mentioned indivi d u a l s , at 
a l l levels of the organisation, pro-actively attempting t o design t h e i r own jobs. 
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For example, Webber (1976) advising aspirants on career management suggests: 
"Don't be trapped by formal, narrow job descriptions. Move outside them 
and prove the l i m i t s of your influence". 
Whether through such advice or on t h e i r own accord, some individuals have been 
observed t o be doing j u s t that (see Strauss (1962), Stewart (1976)). To the 
extent that t h i s exploration of the 'job boundaries' involves the creation of 
boundaries that suit the p a r t i c u l a r i n d i v i d u a l or the extent t o which that 
i n d i v i d u a l i s able t o push these boundaries to suit himself, may lead t o job 
erosion f o r members of the rol e set. On the other hand t h i s r e - d e f i n i t i o n of 
the boundaries has also the p o t e n t i a l of creating complements. 
The changes of the kind discussed above, with the exception of the l a s t 
item, are not primarily concerned with the design of the job, but they have the 
pot e n t i a l t o affect the design of specific jobs and the effect may be ben e f i c i a l , 
inconsequential or adverse. Unless e f f o r t i s made, f i r s t l y , t o monitor and 
evaluate the ensuing effects on the design of jobs, and, secondly, simultaneously 
c o n t r o l l i n g f o r and progressing design orientated changes, some jobs may be 
l e f t design-eroded. 
The discussion so f a r i n t h i s section has dealt with organisational changes 
a f f e c t i n g the ambient q u a l i t y of the design of one or more specific jobs. But 
some jobs may be ill-designed t o s t a r t o f f with. The process of change, of 
course, works on both the i l l designed and w e l l designed jobs; f o r either ambient 
design s t r u c t u r a l and other changes, not being s p e c i f i c a l l y directed at the 
design of a l l the jobs, could modify the design of some jobs f o r better or for 
worse. 
The i n d e f i n i t e , and sometimes deleterious, effects on the design of jobs 
ar i s i n g from organisational change i s a t t r i b u t e d t o p o l i t i c a l behaviour by 
Kotler and Schlisinger (1979), who w r i t e : 
" P o l i t i c a l behaviour sometimes emerges before and during organisational 
change e f f o r t s when 'what i s i n the best int e r e s t of one i n d i v i d u a l or 
group i s not i n the best interests of the t o t a l organisation or of other 
individuals and groups'". 
The work reported i n t h i s chapter started o f f with the wish of the author 
to research the modification effects of organisational change processes on the 
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design of jobs. While developing the idea, modification to as w e l l as enlarge-
ment of, the basic concepts were found desirable. Figure 7 « 1 i s a diagrammatic 
representation of the difference between the processes of job modification and 
job redesign. 
Area A denotes job modification 
e f f e c t s ; 
Area B denotes job design effects 
Figure 7 . 1 ; Job Modification and Job Design 
That d i f f e r e n t i a t i o n between the processes of job modification and job 
redesign i s a current problem i n t h i s area i s evident from the research by 
B i r c h a l l and Wild ( 1 9 7 5 ) • These researchers conducted a survey to f i n d out the 
extent of a c t i v i t y ("number of exercises") i n the area of job design. They 
found i t d i f f i c u l t t o determine c r i t e r i a on whether a job modification exercise 
were i n fact a job design exercise. They solved the problem as follows: 
"For the purpose of t h i s a r t i c l e we s h a l l refer t o *exercises' and consider 
as relevant any exercises which gave rise t o the existence of jobs which 
d i f f e r from those replaced or those existing i n si m i l a r circumstances". 
Given the arguments presented e a r l i e r - modifications could affect jobs adversely 
or b e n e f i c i a l l y - i t would be legitimate t o surmise that the conclusion reached 
by B i r c h a l l and Wild may have been weakened by the use of the c l a s s i f i c a t i o n 
strategy adopted. However, the purpose here of discussirgthe above referenced 
work of B i r c h a l l and Wild i s simply t o indicate the presence of a problem -
t h a t of d i f f e r e n t i a t i n g between the process of job modification and job design. 
The task of d i f f e r e n t i a t i n g between job design and job modification i s 
rendered more d i f f i c u l t because, as reported by Hayes ( 1 9 7 7 ) , often the reasons 
£>r the invocation of either process are the same. 
In terms of the diagram of Figure 7 » 1 » the idea i n c i p i e n t t o the studies was 
the exploration of the effects of job modification on the design of the job. 
Before d e t a i l i n g the augmentations t o the basic idea, the concept of modification 
required d e f i n i t i o n , and t h i s w i l l be presented. 
B 
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7 . 1 . 1 . The scope of modifications 
From the above exposition i t should be clear that the author was interested 
i n modifications t o jobs whilst the incumbent remained i n place. The f i r s t 
requirement f o r the study turned out to be an operational method of d i f f e r e n t i a -
t i n g between .job modification and job change. 
Words l i k e 'modification* and 'change', i n normal everyday usage are 
synonmously portrayed. Both the words denote the t r a n s l a t i o n from one state t o 
another. For the purpose of t h i s chapter i t was expedient t o define job change 
because t h i s concept was l a t e r used t o exclude certain p o t e n t i a l participants 
t o the study. A job was considered to be changed when i t changed with respect 
t o any of the 'following items: 
1 . The hi e r a r c h i c a l l e v e l of the position 
2 . T i t l e of position 
3 « Person t o whom the job holder reports 
I t should be clear that t h i s i s an operational d e f i n i t i o n . The author 
recognised the rather a r t i f i c i a l nature of t h i s d e f i n i t i o n and was aware of the 
p o s s i b i l i t y that the content and context of jobs might not be modified by 
changes i n one or more of the above items. However, the purpose of t h i s d e f i n i -
t i o n was t o exclude from p a r t i c i p a t i o n individuals involved i n organisational 
events associated with these three items. Thus, the concept the author 
associates with the t h i r d item requires statement, and w i l l be explained with 
reference t o the diagram of Figure 7 * 2 . 
i 
Position A: 
holder Mr.P 
Position C 
holder Mr.R 
Position B: 
holder Mr.Q 
Figure 7 . 2 ; Explanation f o r cha,nge of TPerson to whom the 
job holder reports 
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I n t h i s diagram A, B and C are three positions held respectively by Mr<> 
P, Mr. Q and Mr. R. I f incumbent Q remains i n position B while a new person, 
say Mr. S, comes t o occupy position A, then t h i s would not be a case of .job 
change. However, i f B leaves t h i s sub-hierarchy, and s t a r t s reporting to Mr. C, 
then t h i s would be the case of job change. The extreme case of the l a s t stated 
s i t u a t i o n would be B leaving the organisation and j o i n i n g some other company. 
Note that the process and event of job change, as discussed here, i s l i n k -
able t o the concept of organisational use of recruitment/assignment, as a method 
fo r creating a f i t at the individual/organisation interface, that was discussed 
i n Chapter 6. 
I t has already been stated that the author was attempting an operational 
d e f i n i t i o n of job change. For the concept under discussion no standard d e f i n i -
t i o n could be found. Bishop and H i l l ( 1 9 7 1 ) also had to adopt an operational 
d e f i n i t i o n , f o r t h e i r study on job changes; but t h i s l a t t e r d e f i n i t i o n could 
not be adopted here. The adopted operation d e f i n i t i o n , discussed above, served 
the study w e l l and was w e l l accepted by the various people involved i n the studies 
The purpose of the main study being to explore effects on jobs of organisa-
t i o n a l e f f o r t s t o adapt to changing s i t u a t i o n s , i t was decided that the purpose 
could be better served by admitting t o the study only those participants who 
had remained i n position f o r at least two years - f o r i n t h i s way modification t o 
the q u a l i t y of the design could be investigated. Thus modifications which could 
be c l a s s i f i e d as job change, e.g. re-assignment, job r o t a t i o n , etc., were int e n -
t i o n a l l y excluded. However, i f job r o t a t i o n was i n i t i a t e d so that a group of 
people (reporting t o a specific boss) who e a r l i e r had done work on the basis of 
a l l o c a t i o n of tasks through s p l i t t i n g of group work but now undertook the group 
work on the basis of task r o t a t i o n while the group as a whole maintained t h e i r 
r e l a t i o n s h i p with the boss (or new boss) were included. 
An investigation i n t o the effects on the q u a l i t y of the design of the jobs 
r e s u l t i n g from the organisational e f f o r t to create alignments i n the face of 
i n t e r n a l and external changes would have t o consider the rate of change i t s e l f . 
This i s discussed under the next sub-heading. 
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7 . 1 » 2 . Slow or abrupt changes and adaptation t o change 
Changes can take place i n an abrupt manner or occur slowly over time. The 
slow process of change could be visualised as organic; happening a l l the time, 
under the surface as i t were. The t o t a l effect of a l l the minute changes would 
be cumulative. Mechanisms t o cope with change are usually of the adpative 
feedback loop type, i . e . they irork on tolerance. For example, a heating control 
mechanism designed to maintain temperature at 2 0 ° C w i l l work on a feedback loop 
tolerance of, say, +1°C. E f f e c t i v e l y t h i s means that i f the temperature goes 
above 21°C the heating i s shut o f f while, i f j t f a l l s below 19°C, the heating i s 
turned on again. The —1°C i n t h i s example i s a function of the s e n s i t i v i t y of 
the responding mechanism. Greater s e n s i t i v i t y i n the responding mechanism would 
permit tuning with greater precision, say 0.5°C, and lesser s e n s i t i v i t y would 
make the apparatus adjustable to grosser values, say 2°C« From the example, 
the important thing t o note i s that while the changes i n temperature occur i n a 
continuous manner and the monitoring i s thus continuous, the adaptive adjustments 
are periodic and a function of inherent s e n s i t i v i t y possessed by the mechanism. 
Organisational changes and ensuing adjustments, i t could be postulated, 
follow a similar model. The adaptation t o change may, however, look sudden even 
when the necessity f o r realignment has been building up over time. More l i k e l y , 
i t i s 'to be the case of slow change and r e l a t i v e l y abrupt adaptation t o change. 
On the other hand, the adaptation i t s e l f may be piecemeal, i . e . gross changes 
necessary, but introduced a piece at a time. 
That adaptation to change need not always be of the kind requiring t r e a t -
ment but may i n fact involve taking advantage of opportunities offered, as w e l l 
as the fact that some degree of adaptation w i l l amost always be necessary has 
been w e l l argued elsewhere (see Ansoff ( 1 9 7 5 ) and Brown, Gay and MacMillan ( 1 9 7 9 ) 
I n the above presentation attempt has been made to d i f f e r e n t i a t e between 
change and adaptation t o change. The way the argument relates to jobs i s that 
jobs keep getting modified over time, t o the extent that the incumbent's i n t e r -
course with his work role set demands; but a l l the modifications have p e r i o d i c a l l 
to be given recognition and l e g i t i m i s a t i o n . 
One approach t o the process of l e g i t i m i s a t i o n i s t o visualise that changes, 
big or small, as they occur are recognised, negotiated and legi t i m i s e d . I n 
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t h i s chapter the author i s more concerned with recognition and l e g i t i m i s a t i o n 
than with how frequently the process of l e g i t i m i s a t i o n was invoked and conducted 
I n terms of the temperature control analogy, presented e a r l i e r , more frequent 
recourse t o l e g i t i m i s a t i o n would imply a greater l e v e l of s e n s i t i v i t y whereas 
less frequent recourse would be indicative of a lesser degree of s e n s i t i v i t y . 
Nevertheless, i t i s not only a matter of s e n s i t i v i t y but also a matter of the 
rate of change i t s e l f , f o r the speed of change i t s e l f w i l l also be a major 
determinant of the required frequency of adjustment (see Woodward ( 1 9 6 5 ) , 
Lawrence and Lorsch ( 1 9 6 9 ) ) . Further, i t i s emphasised that the processes of 
negotiation and l e g i t i m i s a t i o n may not always lead t o outcomes considered 
desirable by specific job holders. 
During the 'ideas development' phase of the studies reported i n t h i s 
chapter, contacts were made with Industry Training Board advisers. The experi-
ence of the Training Board advisers was that not a l l modifications t o jobs are 
preceded by negotiations t o which the job holder i s a party. The implication 
of t h i s i s that senior management inform the individuals (who are themselves 
managers) on behavioural outcomes expected of them. 
Given the above perspectives, and by way of summarisation, jobs were consi-
dered t o be modified as follows: 
( i ) Directives from above 
( i i ) Negotiations involving the boss only 
( i i i ) Negotiations involving the role-set (including or excluding 
the boss) 
( i v ) S e l f - w i l l e d modifications, without negotiations with role-set. 
The i n d i v i d u a l and modifications t o job 
There i s some evidence i n l i t e r a t u r e that some individuals manifest 
behaviour indicative of d i s l i k e f o r change. Often i t i s not that change, per se, 
i s d i s l i k e d but that the perceived reasons f o r change make the manifest changes 
suspect. Kotler and Schlisinger ( 1 9 7 9 ) l i s t four main reasons f o r resistance 
t o change: 
1 . A desire not to lose something of value. 
2 . A misunderstanding of the change and i t s implication. 
3 . A b e l i e f that the change does not make sense f o r the organisation. 
/+• A low tolerance f o r change. 
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To the extent that measurements on the q u a l i t y of the design of the job 
are based on the experience-in-job of the position incumbent, i t therefore 
i s necessary not only that the changes introduced be appropriate but that the 
process through which these are introduced be f a c i l i t a t i v e of removing some or 
more of the above reasons f o r resistance. Lack of e f f o r t at removal of 
resistance, or r i d i n g rough shod over i t , create psychological i l l effects 
on individuals according to Bartolome and Evans ( 1 9 7 9 ) who w r i t e : 
"Reorganisation and restructuring of companies have become almost annual 
events; and sudden policy changes have vast repercussions on peoples 
l i v e s that create worries and preoccupations and lead t o emotional 
s p i l l o v e r " . 
7 « l o 3 . Overview and summary 
The diagram of Figure 7 ° 3 presents the job s i t u a t i o n investigated i n the 
main study, analysed i n terms of the i n i t i a l or ambient f i t at the i n d i v i d u a l / 
organisation interfaceo 
Jobs modified 
improved unchanged worsened 
Good C2 
Bad C l C3 
Figure 7.3: Complementary studies, analysed i n terms of 
the ambient f i t 
Situations marked as C-^, and would be of special concern. 
To summarise the above, assignments t o positions produce a ce r t a i n f i t at 
the individual/organisation interface; t h i s i n i t i a l f i t i t s e l f may be good, 
i n d i f f e r e n t or bad; changes w i t h i n and outwith the organisation may or may not 
affec t the design of specific jobs; i f the design i s affected i t may be improved, 
remain unchanged or become worse. Period over which modifications were consi-
dered was two years; jobs were considered t o be modified i f either the job holder 
or his boss considered them t o have undergone modifications. The main study 
involved asking position incumbents whose jobs were modified t o describe the 
process of modification, the substantive element of modification and the 
regression of t h i s modification on the q u a l i t y of the design of the jobs. Queries 
on circumstances surrounding i n i t i a l position occupation, besides being put to 
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the main study participants, were put to a f u r t h e r group of individuals i n the 
supplementary study. 
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7 . 2 . P a r t i c i p a t i o n : sample sizes 
Under t h i s heading the subject w i l l be discussed at two le v e l s : 
- The l e v e l of the organisation 
- The l e v e l of the i n d i v i d u a l 
7 . 2 . 1 . Participating organisations 
The survey in t o managerial job design practices had indicated the possibi-
l i t y of the following c l a s s i f i c a t i o n s for organisations. 
1 . Those that design jobs according to corporate policies - the corporate 
type. 
2. Those i n which unit heads develop t h e i r own unitwide methods and systems 
fo r designing jobs - the unit type. 
3 . Those i n which each i n d i v i d u a l manager f u l f i l s his own job design 
r e s p o n s i b i l i t i e s without reference t o un i t or corporate levels - the 
ad hoc type. 
One of the purposes of the main study, as w e l l as the t o t a l purpose of the 
supplementary study, being the investigation of differences between these organi-
sation types on t h e i r attempt at achieving i n t e g r a t i o n of the i n d i v i d u a l with 
respect t o assignment t o position, i t was part of the study design consideration 
to r e c r u i t t o the study organisations distinguishable on the above c l a s s i f i c a t i o n 
I t was decided t o r e c r u i t approximately one hundred participants for the 
purpose of investigating job modification - the study of the purpose, the sub-
iance and job design implications of job modification. However, as the i n v e s t i -
g a t i o n i n t o the relationship between the type of organisation and the character-
i s t i c ways by which i t attempted to achieve the position - assignment - balance 
called f o r a p r e - c l a s s i f i c a t i o n , i t was decided that f o r t h i s part of the 
inquiry the number of respondents required would be twice the e a r l i e r stated 
number, i. e . the number of respondents needed f o r t h i s part would be around 2 0 0 . 
From the foregoing c r i t e r i a and conditions f o r recruitment at organisational 
le v e l as w e l l as at the l e v e l of the i n d i v i d u a l were set as: 
lo The respondents must come from those organisations which could be 
c l a s s i f i e d according to the above scheme. 
2 . At least a hundred of the respondents must have had t h e i r jobs 
modified w i t h i n the l a s t two years. 
To f u l f i l the above conditions, at least three organisations had to be recr u i t e d ; 
one of each of the above l i s t e d types. The adaptation of 3-organisation 
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strategy, however, would have required that each organisation contribute 6 6 
participants. Increasing the number of organisations implied the requirement 
of average number of participants from each could be correspondingly relaxed. 
The f i n a l decision on number of organisations was t o r e c r u i t 6 - 1 0 organisa-
tions with at least 2 of each type. I n the recruitment of organisations i t was 
foreseen that each organisation would be asked to contribute: 
1 . Around 1 5 respondents whose jobs had been modified i n accordance with 
the 2 year c r i t e r i a . These respondents would be called upon t o complete 
the f u l l study questionnaire. 
2 . Around 1 5 respondents whose jobs had not been modified over the l a s t 
two year,s, and who would be completing the supplementary data questionnaire 
Contacts with the Training Board advisers, mentioned e a r l i e r , produced not 
only valuable advice i n questionnaire design, but also help i n the conduct of 
studies as w e l l as, and perhaps t h i s was the biggest contribution of these 
Training Board advisers, i n the recruitment of organisations. 
Notwithstanding the recruitment help provided by the Training Board 
advisers, 'cold-start' recruitment was necessary. Appendix 7 » 1 contains the 
specimen l e t t e r sent out t o a number of organisations during the organisation 
recruitment phase. From Levine and Gordon ( 1 9 7 8 ) i t could be interpreted that •, 
endorsement helps e l i c i t higher acceptance rates. So i n the l e t t e r were 
presented not only the author's own credentials but reference was made to the 
involvement of the author's supervisor; moreover, an open o f f e r was made of 
possible future co-operation with the Business School. This was done to create 
an image, as wel l as t o r e f l e c t the r e a l i t y of Business School int e r e s t i n the 
study. I t should also be clear from the l e t t e r that organisational p a r t i c i p a -
t i o n was sought on the basis of mutual i n t e r e s t : they were promised results from 
the studies. The presentation of these results were t o take the following form: 
1 « Data from w i t h i n each organisation, preserving the anonymity of the 
respondents. 
2 . Data from other p a r t i c i p a t i n g organisations, preserving the anonymity 
of the source organisation. 
Altogether 9 organisations joined the study. Appendix 7 » 2 l i s t s these organisa-
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t i o n s . From each organisation respondents contributed t o both studies; some 
(those whose jobs had been modified) t o the main study and some others (those 
whose jobs had not been modified) t o the supplementary study. To preserve anon-
ymity mentioned i n 2 . above, organisations were allocated a Greek l e t t e r code. 
Each organisation contributed respondents more or less i n proportion to i t s 
size. Appendix 7 « 3 shows, i n tabular form, the number of respondents who completed 
the research instruments from each organisation. 
The recruitment seeking l e t t e r s were addressed t o the Personnel/Training/ 
Development Directors/Managers. Whether the introduction was acquired through 
Training Board advisers or through the recruitment seeking l e t t e r , discussions 
involving not only the Personnel/Training/Development executives but also heads 
of operating units were held t o determine the 'type' f o r each organisation, 
i.e . whether the organisations were t o be c l a s s i f i e d as of 'corporate t>ype' or 
of 'unit type' or of 'ad hoc type'. The diagram of Figure 7 « 4 shows the s p l i t , 
by type, f o r the 9 organisations p a r t i c i p a t i n g i n the study. 
Corporate Job Design Organisations ( 3 ) 
Unit Job Design Organisations ( 2 ) 
Ad hoc Job Design Organisations ( 4 ) 
Figure 7-U: C l a s s i f i c a t i o n of pa r t i c i p a t i n g organisations 
according to type of .job design pursued 
Post Script. To expedite the study, the recruitment seeking i n v i t a t i o n s were 
simultaneously sent out to a large number of organisations. During negotiations 
i t transpired that some organisations wanted more than twice the required number 
of t h e i r members to pa r t i c i p a t e . This was accepted. For study-report purposes 
recruitment was stopped a f t e r the acceptance of the f i r s t nine. However, a tenth 
organisation, John Player and Sons, did j o i n the study at t h e i r request under an 
informal arrangement - they could have the other results but results from t h e i r 
data would neither be given t o other organisations nor included i n the thesis. 
7 » 2 . 2 . Participating individuals 
The agreement with the operating u n i t heads led, i n each organisation, to 
Total number of 
organisations ( 9 ) 
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the nomination of a 'study co-ordinator'« The u n i t heads decided which i n d i v i -
duals w i t h i n t h e i r organisations had had job modifications and which noto Each 
study co-ordinator, with help from the u n i t heads, compiled two l i s t s of names 
of individuals who would be i n v i t e d to p a r t i c i p a t e i n the research. One of the 
l i s t s enumerated those whose jobs had been modified and the other contained 
names of individuals whose jobs had not been modified. The individuals i n v i t e d 
t o participate i n the study were i n 'grandfather * or 'father' type of r e l a t i o n -
ship with the operating-unit heads mentioned e a r l i e r . 
7 . 2 . 3 - The conduct of the study 
Each study co-ordinator was supplied with research material which consisted 
of: 
1 . Required number of copies of the two types of questionnaire. 
2 . Required number of author addressed envelopes. 
Adhesive labels were stuck on the f r o n t cover of each questionnaire copy. 
On these adhesive labels was hand-written the Greek l e t t e r code si g n i f y i n g the 
organisation i n which the p a r t i c u l a r copy was t o be used. Further, the question-
naire copies were s e r i a l l y numbered, i n the bottom l e f t hand corner. This 
numbering followed a structured system: a three d i g i t code with the f i r s t d i g i t 
s i g n i f y i n g the organisation; the next two d i g i t s denoted questionnaire copy 
number w i t h i n each organisation, e.g. the organisation OMEGA having been assigned 
the one d i g i t code 5 > the questionnaire copies, of either type, f o r use i n 
OMEGA were numbered 5 0 1 , 5 0 2 , 5 0 3 , etc. 
The study co-ordinators noted the questionnaire copy number, discussed above, 
on t o the l i s t s of p o t e n t i a l participants prepared e a r l i e r with the co-operation 
of u n i t heads. The study co-ordinators posted ( i n t e r n a l post) to each p o t e n t i a l 
p a r t i c i p a n t : 
1 0 A copy of the relevant questionnaire. 
2 . An author addressed envelope. 
3 . A covering l e t t e r explaining the study and i n v i t i n g the recipient 
t o contribute t o i t . 
The covering l e t t e r was i n each instance signed by a high company executive, and 
endeavoured to explain the potential gains to the participant himself and to the 
organisation. As p a r t i c i p a t i o n was voluntary, the l e t t e r attempted t o convey 
organisational sponsorship f o r the research project. Longworth ( 1 9 5 3 ) reports 
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that sponsorship image helps arouse interest and thence may be factors c o n t r i -
buting t o increased rates of questionnaire completion. 
The l e t t e r also stressed the c o n f i d e n t i a l i t y on the data provided by i n d i -
v i d u a l participants and, i t was hoped, the provision of author addressed 
envelopes f o r the return of the completed questionnaires would underpin and 
reinforce the statements on c o n f i d e n t i a l i t y . 
Appendix 7 » 4 shows an example of the covering l e t t e r used by une o r g a n i s a -
t i o n . Appendices 7 . 5 and 7 . 6 present the questionnaire used i n the study. 
The questionnaire copy numbers of the completed forms when they arrived at 
the Business School, were then compiled into l i s t s , t h i s time by the author. Ever; 
two or three days, the author telephoned the study' co-ordinators t o inform them 
of the questionnaires he had received from each of t h e i r organisations. The 
study co-ordinators checked o f f t h e i r own l i s t s . By t h i s method the study co-
ordinators and the author were able to keep a good check on completion rates. 
After an i n i t i a l period of two weeks the co-ordinator telephoned a l l the i n d i -
viduals t o whom he had sent the questionnaire but whose completed copies had 
not reached the author. A second and f i n a l reminder was issued at the end of 
the t h i r d week. Between organisations there were variations on the following 
o v e r a l l rates of return: 
Before reminder U2% 
After f i r s t reminder 5 3 $ 
After t h i r d reminder 5 9 $ 
The basis of i n d i v i d u a l p a r t i c i p a t i o n t o the studies being voluntary, each 
study co-ordinator compiled l i s t s and sent i n v i t a t i o n s to p a r t i c i p a t e t o twice 
the number of people needed from each organisation. Given the above quoted 
response rates, the t o t a l number of completed questionnaires was above the 
minimum l i m i t set f o r the study. For comparison purposes only, i n h i s study 
of d i f f i c u l t i e s and distastes of managers,'Pincus ( 1 9 6 7 ) achieved an o v e r a l l 
response rate of 5 6 $ . Pincus*s study was organised somewhat s i m i l a r l y to these 
complementary studies i n that the goodwill of seniors was acquired but the 
completion of the questionnaires was undertaken on a voluntary basis by t h e i r 
subordinates. 
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I d e n t i t y of respondents 
The organisation of the studies as explained i n the foregoing ensured that 
the i d e n t i t y of the respondents with respect t o the responses they gave would 
remain secret from t h e i r employing organisation, but, and at the same time, i t 
was possible f o r the researcher t o l i n k completed questionnaires t o the respon-
dents. The organisation of the studies thus - the author knowing who gave what 
responses - was undertaken f o r the reason discussed under the next sub-heading. 
However, note that given the amount of data generated, interview findings on 
t h i s aspect are not discussed i n the presentation of data. 
7 . 2 . 3 . Measurement of modifications 
As f a r as the description of substantive modifications was concerned, the 
primary interest lay i n the amount of increase or decrease along given descrip-
t i v e constructs. This information could be, and i n fact was, e l i c i t e d from the 
respondents by supplying scales, marked from - 3 , through 0 , t o + 3 , f o r the 
respondents t o indicate changes produced by modifications. However, a l i t t l e 
r e f l e c t i o n w i l l indicate that useful as the information collected by t h i s method 
may be, i t s completeness and hence i t s u t i l i t y could be extended i f the ambient 
value with respect t o which changes took place were known. 
To put the problem i n another way, the author regarded measurement of 
change t o be a two parameter problem: description of the s i t u a t i o n before and 
aft e r the modifications. I f the before and a f t e r measures, on any construct, 
are known then the degree of change can be computed by simple manipulation, 
and yet at the same time reference (ambient) value may r e f l e c t the nature of 
change. 
The research instrument used i n the p i l o t study was based on two parameter 
response f o r each construct. The p i l o t study participants and the I n d u s t r i a l 
Training Board advisers, who helped i n the study, found the research instrument 
cumbersome, heavy going and taking too much time f o r completion. 
As a consequence of experience gained i n the p i l o t study, i t was therefore 
decided t o ask the respondents t o describe only the modifications. The inten-
t i o n was that f o r those constructs which i n the course of study assumed foca l 
importance selective interviews with the participants would be used t o acquire 
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the additional - ambient value - data. Further discussion on the topic of 
measurement i s presented l a t e r under the heading 'Individual I n t e r p r e t a t i o n 
of Scales^ Section 7 » 
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7 . 3 « The development of the questionnaire 
The nature of the 'unknowns * addressed i n t h i s research can be c l a s s i f i e d 
i n t o the following three types: 
1 . Circumstances at the time of position occupation. 
2 . Triggers, processes and rationale of job modifications. 
3 « Substantive descriptions of job modification and the induced effects 
of these modifications on the q u a l i t y of the design of the job. 
Henceforth the main study w i l l be referred t o as Study A and the supplementary 
study as Study B. Study A addressed a l l the three types of unknown l i s t e d 
above; Study B was directed at only the f i r s t . 
I n presenting the material i n t h i s section references t o the item number i n 
the questionnaire are given. To do t h i s the following strategy has been adopted 
Material w i l l be presented variable at a time and w i t h i n brackets, against the 
variable name, w i l l be given question numbers which e l i c i t e d data on that v a r i -
able. Examples of t h i s format would be Age (Ql), Sex ( Q 2 ) , etc. The notation 
jus t suggested would apply t o cases where Ql and Q 2 r e f e r t o the same variable 
i n both Study A and Study B. Where the same variable i s introduced i n d i f f e r e n t 
positions i n the two studies, references w i l l be as shown below: 
Hierarchical l e v e l (A - Q 4 ; B - Qj) 
The above example shows that data on hie r a r c h i c a l l e v e l of the respondents i s 
e l i c i t e d i n question number 4 i n Study A and question number 3 i n Study B. 
Before introducing the research queries t y p i f i e d above, w i l l be presented 
a short discussion on a set of 'Demographic' variables on which data was also 
collected. Essentially demographic data was collected t o f a c i l i t a t e cross-
checking f o r emerging p e c u l i a r i t i e s i n the data, i . e . respondents f o r an orga-
nisation r e l a t i v e l y old, while from another predominantly young; i n one organisa 
t i o n respondents being mostly female while i n another being mostly male; etc., 
etc. Given that the intended purpose of c o l l e c t i n g data on these variables was 
not research directed, no analysis of t h i s data w i l l be presented. Neverthe-
less, given that data on these variables was collected and given that great 
s e l e c t i v i t y , based on relevance t o job design, was exercised i n the choice of 
the f i v e demographic variables f o r which data was gathered each of these w i l l be 
b r i e f l y discussed from the job design perspective. 
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7 . 3 » 1 « Demographic variables 
Age (Ql) has been found t o be linked with a large number of job related 
variables. The l i n k w ith productivity has been most exhaustively studied by 
Lehman (see Roe ( 1 9 5 6 ) ) . Lehman compiled data on 'superior contribution' as a 
function of the age of the contributor, f o r a large number of job groups. 
Herzberg, et a l ( 1 9 5 7 ) found some evidence t o indicate that job s a t i s f a c t i o n 
tends t o increase w i t h age but i s not l i n e a r l y correlated with i t . One of the 
more abiding concerns t o today's organisations, as discussed i n Chapter 1 , i s 
the s h i f t i n societal paradigm: the younger people, unlike t h e i r fathers, do 
not appear t o respond t o prestigious t i t l e s and money - these younger people 
place premium .value on recognition and r e s p o n s i b i l i t y . Diamond ( 1 9 6 9 ) found 
more than three quarters of the organisations i n his survey t o be involved i n 
restructuring so as t o give the younger manager an opportunity t o demonstrate 
his a b i l i t y . 
Saleh and Otis ( 1 9 6 ^ ) found support f o r the hypothesis that managerial 
employees i n the age group 6 O - 6 5 f i n d less s a t i s f a c t i o n i n t h e i r work. This 
resu l t would support the e a r l i e r findings of Herzberg and his colleagues. The 
explanation f o r t h i s , formulated by Saleh and Otis, i s I n s i g h t f u l . They opine 
that the drop i n o v e r a l l s a t i s f a c t i o n f o r the older managerial employee might 
l i e i n the fact that i n those cases where e a r l i e r s a t i s f a c t i o n i s work related, 
s a t i s f a c t i o n w i l l tend to f a l l as the employer w i l l pass over long-term and 
more innovative projects t o younger people. Another possible explanation could 
be that as the focus of interest s h i f t s t o things to be undertaken a f t e r 
retirement, interest i n employment work wanes, and t h i s leads t o lowering of 
s a t i s f a c t i o n . 
The a t t i t u d e of older persons i s also l i k e l y to be d i f f e r e n t from that of 
the younger person with regard to adaptation t o change, new methods of work and 
new environment to work. Further, Schein ( 1 9 7 8 ) discusses the relationship of 
age with i n d i v i d u a l commitment t o jobs. Commitment i s possibly a surrogate or 
intervening variable t o the degree one wishes t o contribute t o organisational 
purpose. 
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Age, thus, could be regarded as an important explanatory variable f o r 
the way an in d i v i d u a l might choose t o describe modifications t o his job, i n 
terms of how he sees the modifications a f f e c t i n g the q u a l i t y of the design of 
the job. 
Sex (Q2) as an explanatory variable f o r differences i n productivity and 
sat i s f a c t i o n i s w e l l established (Myers (1964))° Some of the widely reported 
studies on job design had female job incumbents; a strong c r i t i c i s m of job 
design has alluded t o t h i s aspect of job design implementation (Banks (1974))• 
The source of Banks' c r i t i c i s m could be stated as: 
"Since men and women prefer d i f f e r e n t things i n a job, and given that 
a large number of successful job design studies have included largely 
females, job design can only produce outcomes desired by females." 
The area of sex related preferences f o r job characteristics i s , however, one of 
high current a c t i v i t y with no f i r m conclusions i n sight: Schuler (1975) and 
Bartol (1976) provide evidence f o r there being such differences while Brief and 
Aldag (1975) and Brief and Oliver (1976) produce equally strong evidence f o r 
there being no such differences. 
This variable was included t o t e s t , i f the sample of respondents permitted, 
whether males and females described the modifications t o t h e i r job, as ref l e c t e d 
on the q u a l i t y of the design of the job measures i n consistently d i f f e r e n t ways. 
Length of service with current employer (.A - Q3) 
I f a careers perspective t o the design of jobs i s taken, then the length of 
service becomes an important variable. Schein (1971) builds a three dimensional 
model of careers w i t h i n organisations. The model i s represented by a conical 
shape, as i n Figure 7»5« The three dimensions of the model are Function, Rank 
and Inclusion or Centrality. Length of service i s associated with movement 
towards the centre: 
e n t r a l i t ^ 
rank 
functions 
Figure 7.5: Schein^s Careers Perspective 
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I n the words of Schein: 
MA t h i r d , more subtle dimension, involves movement towards the inner 
c i r c l e or the core of the occupation or organisation. As a person 
learns more, comes t o be trusted by the older members of the occupa-
t i o n or organisation, earns tenure and acquires r e s p o n s i b i l i t y , he 
or she i s , i n e f f e c t , moving towards the core of the organisation along 
an inclusion or membership dimension. Usually movements up the hierarchy 
and movement i n towards the centre are somewhat correlated but i t i s 
quite possible f o r a person to remain at a given h i e r a r c h i c a l l e v e l , yet 
become more central and included as he or she acquires experience and i s 
trusted more. I t i s also possible t o move up and s t i l l remain at the 
periphery, as i s nicely captured i n the phrase 'being kicked upstairs'". 
This career growth should then evidence a greater congruence towards the merging 
of i n d i v i d u a l and organisational goals, and would influence the job holder's 
perspective on the design of his own job. 
Hierarchical l e v e l (A - QA: B - Q3) 
The nature of work d i f f e r s between the various hie r a r c h i c a l levels (Anthony 
(1965), Mintzberg (1973))" This led the author t o question whether the 
introduction of specific types of modification, through association with higher 
l e v e l a c t i v i t y , would be regarded, and therefore be described by the respondents, 
as e f f e c t i n g o v e r a l l improvements i n the q u a l i t y of the design of the job. 
Function (A - Q5; B - OU) 
Shartle (1949) i n an i n t e r i m report on the Ohio Leadership Studies observed 
differences i n work patterns with respect t o position occupation i n d i f f e r e n t 
functions. Hickson et a l (1971) suggests t h a t : 
1. Different groups acquire power on the basis of t h e i r a b i l i t y t o 
reduce uncertainty. 
2. - Particular groups acquire power over other groups through creating 
relationships which reduces the other groups to mere dependencies. 
Functional specialism i s often a basis of power. An organisation may become 
known t o be 'marketing orientated' whereas another i s supposed t o be 'produc-
t i o n orientated'. Whereas with respect t o environment these orientations are 
a source of externally exercised power, i n t e r n a l t o the organisation membership 
of these functional groups would act as source of personal influence. 
Mumford (1972) found computer specialists t o experience a sense of power 
because of t h e i r functional a c t i v i t y . Stewart (1976) found job holders i n 
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functional groupings t o have d i f f e r e n t degrees of choice, have d i f f e r e n t con-
s t r a i n t s on them, and have d i f f e r e n t demands on them. 
The above referenced research reports prompted the author t o c o l l e c t data 
on functional specialisms of the study participants. The aim here was to f i n d 
out, with respect t o those constructs which i n the course of the study assume 
importance, whether preferences as shown by the measures on the q u a l i t y of the 
design of the job are function sp e c i f i c . 
7«3«2. Research questions 
7«3«2.1. Circumstances of position occupation 
There i s a dearth of l i t e r a t u r e on how individuals come t o occupy the posi-
tions they do. Most researchers either assume the man i n position and report 
findings post facto t o his assignment or, as commented by Buchanan (3-979)} have 
devoted themselves-to analysing how the assignment 'should be made'. How, i n 
f a c t , i t takes place i n an ongoing organisation remains somewhat of a mystery. 
The anthropological perspective i s brought t o bear on an aspect of the circum-
stances of position occupation by Dalton (1959)> who enumerates the following 
reasons f o r placement: 
1. The position may be a reward f o r someone who has served long and w e l l 
but has 'got out of step' and i s u n l i k e l y i n the balance of his career 
to 'make an adjustment'. 
2. Sometimes rather than have an able and ambitious person leave, the o f f i c e 
i s temporarily given to him i n l i e u of a higher rung u n t i l he can be 
better placed. 
3« As t r a i n i n g ground and observation post. 
4« Berth f o r amiable m i s f i t s . 
5« A seasoned older person who i s r e a l l y counsellor t o a young or new 
executive u n t i l he learns the ropes. 
That a pa r t i c u l a r assignment may not be f o r positive reasons or grounds has been 
alluded to i n the reference from Schein (I97l)> to the concept of being "kicked 
upstairs". The concept of assignment as a punishment i s currently being researc 
ed by Arvey and Ivencevich (1980). I t does not require much imagination to 
perceive of the possible outcome f o r a young subaltern caught engaged i n s o c i a l l 
unacceptable behaviour; appointment to a tough or hazardous position. 
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Other possible reasons, some along the li n e s of the above, could be: 
1. A b i l i t y ( f i t n e s s ) , either absolute or r e l a t i v e , t o do the job. 
2. The only *spare» person available getting assigned t o the job. 
3. The person volunteered himself f o r the position. 
4<> The in d i v i d u a l getting elected t o do the job. 
The above scenario has been b u i l t t o point out how very l i t t l e i s available 
i n research based publications on t h i s single, but basic, aspect of jobs. 
Obviously,. the grounds f o r assignment t o a position circumscribe, i n a 
manner, t o the freedom w i t h i n which jobs can be designed with or without the 
contrivance of others. Although the f i e l d of circumstances of position occupa-
t i o n could be described as wide open f o r research e f f o r t , i n the course of the 
studies reported here data was collected on only a l i m i t e d set of those variables 
which impinge d i r e c t l y on the design of jobs. These variables w i l l now be 
b r i e f l y discussed. 
7.3»2.1.1. Length of position occupation (A - Q6; B - Q5)» 
Most theories of job design, presented i n Chapter 5> depict v a r i e t y as an 
important feature of the design of a job. Discussion on the topic i s often based 
on cycle time of a c t i v i t i e s undertaken. Managerial jobs often have a six-monthly 
or yearly cycle time - budgets, accounts, holidays, promotion l i s t s , annual bonus, 
etc. That aspect of v a r i e t y of concern l i e s i n the nature of problems tackled 
remaining invariant. The stimulus becomes stale and the excitement generated 
by novelty i s l o s t . I t i s i n t h i s context that Boyce (1973) suggests that when 
organisations are unable t o promote people, attempt should be made at job r o t a -
t i o n . Change of scene i s supposed t o provide the stimulation necessary f o r 
alertness and prevents individuals f a l l i n g i n t o psychological stupor through 
lack of va r i e t y . 
Some organisations have already adopted personal policies where i n d i v i d u a l -
job holders are frequently s h i f t e d (Braiden (1978)). As yet, no mean time f o r 
job s h i f t s has been determined but Braiden (1980) i s of the opinion that f o r a 
large percentage of the population "every three years" might be a good yard" 
s t i c k . A caveat on i n d i v i d u a l differences i s i n order: a blanket policy of 
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s h i f t i n g people around may not be the solution; i n d i v i d u a l need for stimulation 
through v a r i e t y d i f f e r s ; some individuals might only be able t o contribute by 
remaining i n position f o r considerably more or somewhat less periods of stay 
i n a given position. 
Discussing the subject of length of position occupation, Bartolome and 
Evans (1980) w r i t e : 
"Staying i n a job f o r too long can transform enjoyment into boredom; 
persons can be competent but see what they do as predictable variations 
of a humdrum theme". 
Others may discern from performance and ambience whether or not a certain 
i n d i v i d u a l i s i n the 'stimulation rutf; but only the job holder through his own 
experience-in-job can say whether or not he has begun to f e e l lack of stimula-
t i o n . 
Creation of position currently occupied (A. - Q7s B - 0,6) 
Bennison (1979) gives twelve circumstances grouped i n t o four categories 
which affect career structures through position creation, closure and under 
conditions of job mo b i l i t y . Two of these categories, having to do with creation 
or demise of positions together with the subclasses w i t h i n each are: 
1. Change i n size of an organisation 
1.1 Rapid expansion 
1.2 Steady contraction 
1.3 Differences i n short and long term expansion/contraction plans 
2. I n t e r n a l reorganisation 
2.1 Change i n the number of levels 
2.2 Change i n s k i l l requirements 
2.3 Improvements i n career prospects of a specific category of employee. 
The effe c t of these, and such, conditions on the design of jobs has, however, 
not been reported i n l i t e r a t u r e and may not have been researched. Conjectural 
supposition, based on supporting evidence from l i t e r a t u r e could, nevertheless, be 
taken and used f o r explanation of re s u l t s . The reason f o r c o l l e c t i n g data on 
t h i s variable i s t o conduct exploratory research t o investigate any associations 
between t h i s and other job design variables so as t o posit hypothesis. 
Learning about, f o r , upon and on the new job 
Respondents were asked f i v e separate questions on facets of integration 
with the new position, through learning about the position. These f i v e items 
w i l l now be discussed, under t h i s common sub-heading. 
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7.3*2.1.2. Career plans (A - Q l l : B - Q10) 
That organisations, even when they plan careers, do not disclose these plans 
to the individuals who are the subject of these plans came out i n the survey 
reported i n Chapter 6. Literature evidence on secrecy comes from Beckhard (1977) 
who also narrates the kinds of d i f f i c u l t i e s t h i s non-disclosure can cause, at 
the time of appointment. The formulation of the question i n t h i s study was t o 
f i n d the extent t o which individuals were t o l d , a f t e r the event as i t were, 
t h a t the appointment was part of some career plan f o r them. For even knowing 
at the time of the appointment that the current move i s according t o some plan 
may reduce some uncertainty f o r some and help them t o envisage and prepare f o r 
the next possible moves i n t h e i r careers. 
Van Maanen (1977) begins his essay on careers and s o c i a l i s a t i o n with the 
sentence: 
"People w i l l not accept uncertainty". 
I f the assumption that people j o i n organisations to pursue careers rather than 
work f o r the day, month or year, could be j u s t i f i e d , then i t stands t o reason 
that they would appreciate knowing whether a given job move i s i n accordance 
with some plan, whether i t i s happenstance or organisational expediency that 
leads them there. And t h i s assumption gains support from the work of Burack 
and M i l l e r (1976) who report: 
employees want meaningful career planning programs". 
7*3«2.1.3» Training p r i o r t o job assignment (A - Q12; B - Q l l ) 
I f manpower planning i s t o work, career planning and succession planning, 
which are sub-processes w i t h i n t h i s broad f i e l d , should ensure th a t the person 
concerned receives some form of exposure t o the type of job he might be asked to 
do at some future date i n time. That such preparation could be achieved by such 
specific exposure-giving methods as job r o t a t i o n , job change, attendance at 
courses, has been suggested by various authorities such as Stolz (1966) and 
P i t t s (1977). 
Data was collected both f o r the primary purpose of ascertaining experience-
in-job and secondary desire t o attempt t o l i n k t h i s data with the description of 
the design of the job as suggested either through the modifications made or sought 
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7e3«2.1<>4e Knowledge p r i o r t o assignment on the nature of the current .job 
?A - Q13: B - Q12) 
Training, as discussed i n the preceding paragraph, would be: 
1. Organised by the employing enterprise* 
2. Acquired by the i n d i v i d u a l while working with the same enterprise 
but p r i o r t o his current appointmento 
The p o s s i b i l i t y , therefore, exists that although the i n d i v i d u a l may have 
acquired knowledge about the new job either through his own e f f o r t s or have 
received t r a i n i n g while i n the employment of some other enterprise. Given that 
the basis of successful job match would be the possession of knowledge by the 
new assignee,,it was decided t o f i n d out d i r e c t l y the extent t o which i n d i v i -
duals possessed knowledge about t h e i r job at the time of t h e i r appointmento 
7«3«>2.1.5. Content and execution of new job 
Respondents were asked t o describe how, at the time of positio n takeover, 
they learned of the job contents and organisationally preferred methods of 
execution.) Two questions were set f o r t h i s purpose: was was directed solely at 
incumbents who took over positions being vacated; the a p p l i c a b i l i t y of the 
second question was more general and extended t o those taking up newly created 
positions as w e l l . 
Given that r o l e understanding has been abstracted by many researchers (e«g 
role perception by Mumford (1972); role ambiguity by Kahn (196A), see Katz and 
Kahn (1966)) to af f e c t job execution and further found, by s t i l l other research 
ers (e.g. Bandura and Walters (1963), see Brown (1965)) t o affect learning 
which i n t u r n moderates performance, organisations would be expected t o do a l l 
w i t h i n t h e i r means t o ensure that new incumbents acquire a clear understanding 
of the role expectations they (the organisation) hold of them (the new incum-
bents). Note that Kahn takes a broader view of role ambiguity i n that t o him 
i t comprises: 
1. Lack of information regarding supervisory evaluation of one's work. 
2. Opportunity f o r advancement. 
3 . Scope f o r r e s p o n s i b i l i t y . 
l+o Expectations of role senders. 
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I n the current discussion, focus i s on items 1 , 3 and 4 from Kahn's above 
l i s t ; item 2 has been dealt with e a r l i e r (under career plans)o 
The crux of the matter i s t h i s : the role-set of the i n d i v i d u a l about t o 
occupy a position, already have some preconceived notions on what he must do i n 
terms of producing outputs, accepting inputs and transformations t o be under-
taken by him. I f the position under discussion were already i n existence, the 
role-set expectations are derived from, and related t o , t h e i r experience of 
work with the previous occupiero On the other hand, when the posit i o n i s new, 
the implication i s not that therole-set has no expectation; rather, the mere 
fac t that the position was created would suggest that the role-set (and/or 
those responsible f o r the creation of the position) have some preconceived 
notions on what they would regard as successful, or unsuccessful, performance. 
The author did not f i n d any hard data on how organisations attempt t o 
impart understanding of job execution t o newly assigned incumbents. The two 
specific questions on learning the content and execution of jobs w i l l now be 
presented. 
7 o 3 - 2 . 1 o 6 . Handover period (A - QB% B - Q.7) 
Where the appointment i s to a position which already existed but i s becom-
ing vacant due to job m o b i l i t y of the outgoing occupier, a period of overlap -
where both the outgoing and incoming incumbents are present at the same time -
may be one method of i n i t i a t i n g the new a r r i v a l i n t o the job. 
I n organisations where, and i n circumstances i n which, handover periods 
e x i s t , the length of the handover period would be an important variable. The 
parameters determining the id e a l length of the handover may be, among others, 
the complexity of the task, the state of preparedness of the new a r r i v a l , and 
the pressure on the outgoing person t o be away. 
The research interest i n positing t h i s question lay i n f i n d i n g out the 
frequency of the use of handover periods| the relati o n s h i p of the use of t h i s 
method with the h i e r a r c h i c a l levels of the positions f o r which t h i s method was 
being used; possible relationship of the use of t h i s method with the functional 
c l a s s i f i c a t i o n of jobs. 
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7«3.2.1.7« Actual method of learning role demands (A - Q14; B - Q13) 
Given that handover periods can only be arranged under specific.circum-
stances, which may not always obtain, a general, open ended, question was set 
to f i n d out from the respondents the pa r t i c u l a r method which stood them i n 
coming to grips, i . e . discovering, learning, about the contents and executions 
of t h e i r jobs. 
This completes the discussion on the f i v e items on learning f o r , about 
and on the new job. 
7.3*2.1.8. Modifications t o job description at position takeover (A - Q15; 
B - QlAl 
As t h i s item deals d i r e c t l y with job modification, a l b e i t with reference 
t o a specific time, the discussion i s at sonr length. 
Roe (1956) i n her discourse on in d i v i d u a l differences writes: 
"The individuals i n any group or organisation have both s i m i l a r i t i e s and 
d i v e r s i t i e s . No two individuals, even i n the same species, are ever 
exactly a l i k e . No matter how small the u n i t of population there i s 
va r i a t i o n among i t s members". 
Although in d i v i d u a l differences have been recognised f o r a long time, the models 
of behaviour (as discussed i n Chapter 2) u n t i l recently f a i l e d t o incorporate 
known differences i n t h e i r generalisations. I n t h i s section i n d i v i d u a l d i f f e r -
ence, and the implication of these differences t o the design of jobs, w i l l be 
discussed from two perspectives - the psychological and the technical. 
Given that managerial jobs are highly i n t e r l i n k e d and work can only be 
accomplished through group e f f o r t and also given that no one i n d i v i d u a l i s a 
clone of another, a reasonable deduction would be that organisations would not 
attempt to slot persons i n t o positions, as i f the humans were modular and i n t e r -
changeable. Modularity, i n hard and soft engineering, has many advantages -
the malfunctioning/defective part can be replaced by a functioning replacement 
of the same genere. But humans are not automata. The problems a r i s i n g i n 
situations of f i n d i n g replacements, i n the organisational s e t t i n g , w i l l become 
clear i n the following t e x t . 
A possible framework f o r analysing the 'incumbent replacement s i t u a t i o n ' 
i s shown i n the diagram of Figure 7.6 where the analysis i s i n terms of, on one 
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hand how w e l l the outgoing incumbent was integrated i n t o the work group but, 
on the other hand, whether changes i n the work procedures, methods, etc. are 
desired. I n the diagram the four c e l l s are marked A, B, C and D to help 
discussion. 
Status of integration of 
outgoing incumbent 
D e s i r a b i l i t y of change 
Change wanted Change not wanted 
w e l l integrated A B 
Not integrated C D 
Figure 7.6: A framework f o r analysing 'incumbent replacement s i t u a t i o n 
To f i l l a vacancy a r i s i n g i n the circumstances depicted by c e l l A, and 
armed with the foreknowledge of the current human i n a b i l i t y to form clones., i t 
could be stated that some group pattern adjustment would be necessary i n order 
t o create the conditions of balance previously present. The new balance w i l l , 
of course, be d i f f e r e n t from the previous one. 
The statements of the foregoing paragraph do not, by any means, deny human 
power of accommodation and resilience t o accept new conditions. Rather, the 
argument suggests the necessity f o r t h i s . Neither does the argument represent 
an attempt to absolve the re c r u i t e r s from t h e i r r e s p o n s i b i l i t y of choosing a 
candidate that would best f i t i n t o the roles-constellation ( f o r the concept of 
'role constellation' see Hodgson et a l (1965)). 
The " i n t e r a c t i o n chronograph" developed by Chappie (1949) was discussed i n 
Chapter 3« Chappie and Sayles (l96l), l a t e r , suggested that one possible use 
of t h i s chronograph would be the prevention of assignment problems which aris e : 
because the manager does not possess the personality characteristics 
to do the p a r t i c u l a r job as i t i s set up, even though he may otherwise be 
a capable individual' T. 
For the current analysis the f o c a l words are .... "job as i t i s set up". 
The above analysis i s based on psychological considerations which more 
often imply 'how' rather than 'what*, so next a t t e n t i o n be directed to 
the 'what' part. 
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The diagram of Figure 7*7 depicts an organigram of an hypothetical 
sub-organisation. 
P 
Q R S 
Figure 7«7: A. sub-organisation consisting of U individuals 
where P i s the boss of the other three 
Assume the organigram to depict the following functional set-up: 
Position P Director of Management Services 
Manager, Computer Services Section 
Manager, Operational Research Section 
Position Q 
Position R 
Position S Manager, Experimental Design & S t a t i s t i c a l 
Evaluation Section 
Further, assume that P's functional specialism p r i o r t o his appointment as 
Director was operational research. Now, i f P's position becomes vacant ( f o r 
whatsoever reasons), and one of P's former subordinates, say Q, i s appointed 
t o the Directorship, then the nature of jobs w i l l change not only f o r R but 
also f o r those holding positions R and S, as w e l l as f o r the i n d i v i d u a l who might 
come t o occupy position Q. The specialism of the new director being computer 
science whereas the outgoing director specialised i n operational research, the 
linkages necessary between the Director and Section Managers are bound t o be 
d i f f e r e n t . 
A conclusion from the above two strands of argument would be that not only 
are adjustments necessary from the psychological viewpoint but also from the work 
demands perspective. 
With respect to Figure 7*6, only the s i t u a t i o n described by c e l l A has been 
discussed. Somewhat similar analysis could be followed through f o r situations 
described i n c e l l s B, G and D« However,'the arguments developed i n any discussion 
based on cells B, C and D could only have a re i n f o r c i n g value t o the main theme 
developed i n the course of discussing c e l l A. The matter w i l l , therefore, not be 
pursued any furt h e r . 
The discussion above shows the pertinency and necessity of modifications t o 
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jobs at the- time of appointmento However, no research data i s available on how 
often, at what hi e r a r c h i c a l l e v e l , with respect t o what functions, t h i s i s i n 
fact done. Primary data was therefore collected, t o be able t o answer these 
queries. 
7 . 3 « 2 . 1 . 9 o Status of, and source of recruitment t o , position 
Two questions t o e l i c i t t h i s information were set i n the questionnaire. 
These questions were essentially set f o r furth e r , in-depth, analysis with respect 
to other queries on circumstances of position occupation that have already been 
discussed. 
The two questions posited related t o : 
Newly created or vacated p o s i t i o n (A - 07: B - 0,6) 
The method of recruitment/appointment to position (A - Q 9 ; B - Q 8 ) 
The kind of secondary analyses foreseen were: 
- Does external recruitment necessitate, or newly created p r e c i p i t a t e , 
i n t e r n a l adjustments of the kind discussed i n connection with job 
modifications at appointment? 
- How often i s the placement through election rather than through the 
recruitment-appointment process? 
- Are appointments t o newly created positions from external recruitment 
more l i k e l y t o remain i n position? 
Of course, along with the above type of queries was ever present the considera-
t i o n as to whether the conditions would regress on job design as refl e c t e d i n 
the q u a l i t y of the design of the job descriptions - as related t o modifications 
made or sought. 
In addition to the above stated reason - secondary analysis - fo r c o l l e c t i n g 
t h i s data, there are grounds which suggest the importance of t h i s data, t o job 
design, i n i t s own r i g h t . 
For manpower planning t o be of any u t i l i t y , organisations should be able t o 
predict future manpower requirements and prepare, through t r a i n i n g , people t o 
occupy the new jobs. The i n t e n t i o n i s not t o convey t h a t organisations needing 
new know-how should not r e c r u i t from outside, but simply that outside r e c r u i t -
ment f o r a l l new positions should not be an automatic choice. 
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frequency of outside recruitment f o r newly created positions could not be 
located, i t was accepted that the generation of t h i s information would be enough, 
prima facie, j u s t i f i c a t i o n . . 
7 » 3 ' 3 « The process and rationale of job modifications 
Reading of organisational l i t e r a t u r e leads invariably and inexorably t o the 
conviction t h a t , over time, jobs are modified.. Starting with the premise that 
jobs are modified leads to the conclusion that the i n t e r n a l or external charac-
t e r i s t i c s of the jobs - the design" of the job - undergo changes i n loading. Thes< 
changes, as discussed e a r l i e r i n t h i s chapter, would c a l l f o r recognition and 
l e g i t i m i s a t i o n . The process and rationale of modifications t o jobs has, however, 
not been examined and scrutinised by job design researchers. One of the three 
purposes of the studies reported i n t h i s chapter was to investigate the process 
and rationale of job modification„ 
7 ° 3 ° 3 « ' 1 « Events preceding and reasons f o r job modifications 
Historians often deal with events and discuss the causes f o r these eventsj 
but these antecedent conditions are often themselves the outcomes of previous 
events. While discussing goals many researchers (e.g. Wafford et a l ( 1 9 7 7 ) ) 
suggest the perspective of the "means-ends" chains. In t h i s perspective modifi-
cations t o a job could be taken as an event i n i t s e l f or, from a time transcend-
ing and event including viewpoint, as a process which either improves the chances 
of goal achievement (where the goal remains unchanged) or directs e f f o r t to new 
goals. Figure 7 « 8 gives a diagrammatic rendering t o job modification w i t h i n the 
means-ends perspective discussed above. 
Event/ 
Reason Goals 
Job 
Modification 
Figure 7 - 8 : Job modification i n the context of means-ends chain 
The respondents were asked t o make: 
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Statements descriptive of the events, reasons and consideration that led t o 
job modification (A - Ql6) 
With respect to the diagram of Figure 7»9 note that 
1. An event may change certain e a r l i e r e x i s t i n g conditions i n such a way 
that e a r l i e r goals are not modified. Here job modifications come 
about through the incorporation of opportunities/constraints which 
o n e n e w s-Lbuaoj - u n way p r e s c n u / u i i p o s e . 
2 . An event may be a change i n outlook leading to the re-evaluation of 
goals, conditions or of both simultaneously. 
7«3»3«2o Process of job modifications 
Davis (1957) r e f e r r i n g to job design as "the a c t i v i t y " writes: 
" I n s u f f i c i e n t data are available t o permit management t o make a decision 
concerning where, how and by whom the a c t i v i t y i s t o be performed. 
Decisions concerning t h i s are fundamental t o the s t r u c t u r a l design and 
operation of the entire organisation. 
Additionally, the question i s raised as t o when and to what extent 
correction of job design should be undertaken, and who i n the organisa-
t i o n should be concerned with the a c t i v i t y ...." 
Although the reference i s dated, matters have not become any clearer over the 
intervening period. I n the same publication, a l i t t l e l a t e r , Davis even proposed 
a strategy f o r coming t o grips with the stated problem. He wrote: 
"Another approach th a t needs t o be pursued bears upon current job design 
methods and i s concerned with the investigation and evaluation of the 
job design process. This extension of an i n i t i a l study previously under-
taken would be concerned with the i d e n t i f i c a t i o n of methods of job design, 
r e s p o n s i b i l i t y f o r the design process, method of i n s t a l l a t i o n of job 
design, process decision variables, and a study of the designs i n use ..." 
The study reported could be regarded as evolving from the cue given i n the above 
quotation. Current l i t e r a t u r e i s r i c h i n reports of how part i c u l a r job design 
exercises or experiments were conducted (narratives of the experimental process); 
but how the managerial job gets redesigned w i t h i n working organisations has not 
been reported. Even the available reports of the conduct of experiments have 
been c r i t i c i s e d f o r t h e i r bad documentation by Clegg (1978) who on the basis of 
his own research, r e f e r r i n g t o the content and d e t a i l of published material, 
writes: 
•Unfortunately, such deta i l s often go unreported and when they are 
presented, descriptions are apt t o be specific and rather haphazard 
i n t h e i r coverage". 
The above, of course, i s a r e i t e r a t i o n of the author's own, above-stated, views 
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based on l i t e r a t u r e reviews. So, as the reports i n l i t e r a t u r e are reports of 
outside, ( i . e . researcher,) intervention the r e a l i t y of job design process as i t 
affects and gives form to jobs, given the negative evidence of being unreported, 
could be regarded as unresearched. 
The specific aspects of the process of modifications on which respondents 
were asked t o give primary data w i l l now be b r i e f l y discussed. 
I n i t i a t o r s of, and participants t o , the actual process of .job modification (A -
QlZl 
Influence exercised by members of the role-set i n the d a i l y functioning of 
managerial position holders i s i n d i r e c t l y reported by many, e.g. Stewart (1976) 
and Mintzberg (1978). The Hodgson et a l (196$) study.on the texecutive r o l e 
constellation'' could be interpreted as showing the all-pervading influences, in 
moulding the design of jobs, by the role-set. 
A question was therefore set t o e l i c i t information, specific t o the process 
of modification, on who i n i t i a t e d and who participated i n determining the m o d i f i -
cations t o the respondent's jobs. Further, the respondents were asked t o indicate 
on a f i v e point scale, the degree of influence exercised by these participants. 
The responses e l i c i t e d to the above question would describe what actually 
happened. This natur a l l y raises queries on what might or should have happened. 
The respondents were, therefore, asked to describe, according t o t h e i r experience-
in - j o b , how the process of modification should have been conducted. Towards t h i s 
end, three leading and one descriptive questions were posited. The leading 
questions were based on whether i t would have been advantageous t o the respondent:; 
had: . 
1. The process been i n i t i a t e d by somebody other than the one(s) who i n 
fact did the i n i t i a t i o n (A - Ql8i). 
2. The participants to modifications been d i f f e r e n t from those who 
participated (A - Ql8ii). 
3« The degree of influence exercised by the participants been d i f f e r e n t 
t o that that they did exercise (A - Q l S i i i ) . 
Following the three questions based outhe above concepts, the respondents 
were requested t o describe the modification process - i n i t i a t i o n , p a r t i c i p a t i o n 
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and influence exercised - that according to t h e i r experience-in-job would have 
been id e a l o 
Inherent i n the thread of argument that led t o the positing of the above 
question i s the concept that influence exercised by others could be analysed 
i n terms of 'what was' and 'what should have been'. I n Chapter 3 a r e presented 
research findings suggesting that members of the role set d i f f e r e n t l y removed 
from the job holder held d i f f e r e n t views on his performance.) This, l o g i c a l l y 
extended t o the purposes of t h i s study, could imply that the state of appropr-
iateness of the mistakes or influence exerter may determine whether jobs are 
b e n e f i c i a l l y or detrimentally modified. 
Next, the respondents were asked t o describe whether as a consequence of 
the introduction of modifications t o t h e i r own jobs, other jobs had t o be adjus-
ted or modified. 
Effect of modifications to one .job on other .jobs 
At t h i s point i n the w r i t i n g , i t i s worth repeating the conceptualisation 
central t o the studies being reported. Job (re-) design i s job modification 
but a l l job modifications may not be directed t o the design of the job. 
In job design, theory and practice, the '•unit of analysis' i s currently a 
major area of concern. The u n i t of analysis problem arises from the i n t e r -
connected nature of jobs. Schappe (1974) discusses the interdependent nature of 
jobsj the complexity i n analysis that t h i s interdependency begets and f i n a l l y 
the d i f f i c u l t i e s that t h i s complexity presents t o job designers. Kelly (1979) 
discusses some consequences of job redesign arising from inter-connectedness 
of jobs. 
Analysed from a purely systems perspective, the introduction of modifica-
t i o n to one job, which i t s e l f i s enmeshed i n the mosaic of other jobs, 
i s l i k e l y t o lead t o modifications i n these other jobs. The 
nature and degree of adjustments i n the surrounding jobs would depend on, among 
other parameters, not only the s i t u a t i o n p r i o r t o the design e f f o r t but also on 
the degree and nature of change injected i n t o the f o c a l job. With respect to 
t h i s f o c a l job, the repercussionary changes may be either material, i . e . 
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modifications i n the elements of t h e i r jobs, or psychological. Bishop and H i l l 
(1971) discuss the psychological dimension vis-a-vis the non-manipulated jobs. 
At the core of the unit of analysis problem are the following concepts: 
1. When does a job modifications intervention become a job design exercise? 
2o What i s the basic unit of measurement i n job design studies? 
The two core concepts w i l l now be elaborated b r i e f l y . 
E a r l i e r job design experiments, see Chapter 5> invariably involved taking 
elements of the higher (often supervisory) jobs and including these i n the jobs 
being redesigned.. I t could therefore be posited that i n job design,while some 
jobs may be improved,some others may be eroded (see Novara (1973))• I n the 
extreme cases there has also been some job loss (Kelly (1979))• The t o t a l 
e f f e c t , comparing on the one hand, the improvements on some jobs with either the 
erosion or disappearance of some others, on the other hand, has led t o conclu-
sions of the type: 
"Overall job design does not improve anything" 
The ingredients of the second argument, wholly present i n Chapter 5> have 
essentially t o do with whether the design e f f o r t concentrates on Tthe group \ 
as i n the Tavistock t r a d i t i o n or on the i n d i v i d u a l jobs, as i n the Herzberg and 
Hackman and Oldham systems. 
Respondents t o the studies whose jobs had been modified were asked t o 
Describe the effects on other jobs as a consequence of modifications t o t h e i r 
jobs (A. - Q19) 
The respondents were asked to describe the relationship of the other jobs 
consequently affected, the number of jobs affected, and whether these l a t t e r 
jobs were consequently re-designed. 
7»3»3°3. Rationale of modifications to jobs 
Four leading questions were asked t o ascertain the existence, and given the 
existence the extent of success, of job re-design e f f o r t and practice i n the 
organisations taking part i n the study. The leading questions were followed by 
an open ended question asking respondents to describe the rationale i n a way 
that would f a c i l i t a t e evaluation of the degree of success i n practice. The four 
leading questions directed a t t e n t i o n t o : 
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lo Whether .jobs similar t o the respondents* had previously been modified along 
more or less the same lines as h i s own .job (A - Q20i). 
2. Whether i t was envisaged that .jobs somewhat similar t o the respondents'would 
be modified as a consequence of experience gained i n the course of modifica-
tions t o the respondents' .job (A - Q 2 0 i i ) . 
3o Whether the modifications t o the respondents* .job, or those described i n 1 or 
2 above, were i n pursuance of an organisational l e v e l .job design policy (A •-
(Q.20iii) a 
4» Whether the respondents were aware of the overall reasons why and i n what way 
t h e i r .jobs had been modified, i c e , the o v e r a l l achievements of the modifica-
t i o n process fA - Q21a). 
7«3«4« Descriptions of the substantive modifications effected 
Chapters 2 t o 5 introduced many constructs that various a u t h o r i t i e s , theor-
eticians or empiricists, have found t o a f f e c t , d i r e c t l y or through mediation, 
performance or s a t i s f a c t i o n of job holders. As'the possible number, and types 
of, characterisations are essentially l i m i t l e s s , the author as a consequence of 
co l l e c t i n g a vast number of such characteristics during the survey of job design 
practices ( i t s e l f reported i n Chapter 6 ) , arrived at the concept of the qu a l i t y 
of the design of the job as a possible measure f o r evaluating both existing 
designs and the effects of modifications introduced. Importantly, the basis of 
t h i s measure i s i t s foundation on the concept of job as an individual/organisa-
t i o n interface. 
The respondents were asked t o describe the modifications made t o t h e i r jobs 
(A - Q 2 2 to 026)o 
For these questionnaire items, some of the more common job characterisa-
t i o n s , essentially those culled from the analysis of key l i t e r a t u r e presented 
i n Chapters 2 t o 5 or those collected i n the survey on job design practices 
(presented i n Chapter 6 ) , were l i s t e d ; the respondents were t o regard these 
characteristics as primitives or parameters t o define the modifications (real 
or desired) t o t h e i r jobs. Additionally, open spaces were provided f o r the 
respondents to insert the primitives of t h e i r own choice,i.e. descriptors of 
modification uniquely applicable t o each specific s i t u a t i o n . 
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For each p r i m i t i v e used by a respondent t o describe the substantive modi-
f i c a t i o n t o his job he was asked t o map the effect of the change on that p r i m i -
t i v e onto the measures of the q u a l i t y of the design of the job. By way of recap-
i t u l a t i o n , the measures of the q u a l i t y of the design of a job, as discussed i n 
Chapter 6, are: 
1. Contribution t o organisational purpose 
2. U t i l i s a t i o n of p o t e n t i a l 
3« Job s a t i s f a c t i o n 
I n the design of the study, then, as described above, the three measures on 
the q u a l i t y of the design of the job were held t o be independent, orthogonal 
variables; a l l the other characteristics were treated as independent variableso 
The studies as described above imply a causal l i n k chain between the primitives 
and measures. Before discussing the primitives provided f o r the description of 
the modifications some elaboration on t h i s aspect of conceptualisation as w e l l 
as the scales of measurement would be i n order. 
7«3«5» Linkage i n variables 
I n discussions on cause and e f f e c t , social science debate often degenerates 
t o the proverbial incapacity t o state whether the chicken or the egg comes f i r s t : 
i n discussions on two variables t h i s almost invariably happens. The resolution 
of such disputes often c a l l s f o r the introduction of intermediary variables t o 
explain the underlying relationships, as w i l l be done i n the Heuristics study 
reported i n Chapter 10. Note that even here the relationships can only be 
discussed i n terms of influence outcomes' f o r the variables under discussion 
and the discerned relationships are i n terms of s t a t i s t i c a l aggregates. 
Already discussed i n Chapters 2 and 5 i s the Kornhauser (1965) conceptuali-
sation of linkages, between constructs, requiring a four-way c l a s s i f i c a t i o n of 
variables. 
Stimulus condition Perception Affective Response Bshayic'raa-A .Besponse 
While, at the conceptual l e v e l , the author holds the Kornhauser model t o be a 
powerful abstraction, the following two cautionary notes are made: 
1. The model depicted four state linkage i n an assumed l i m i t a t i o n ; i . e . i t i s 
neither clear as t o whether a 5 state model might not be more powerful; nor 
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i s j t made e x p l i c i t under what conditions a three state model would s u f f i c e . 
2.0 I n practice i t becomes exceedingly d i f f i c u l t to c l a s s i f y words according to 
preconceived schemes* Even an attempt at c l a s s i f i c a t i o n of a r e l a t i v e l y 
short l i s t , of say 25 constructs r e l a t i n g t o experience-in-job, according 
to the Kornhauser four state model w i l l bring out the inherent difficulties<> 
I n terms of the Kornhauser model, the studies reported i n t h i s chapter: 
1= Used the miilti-dimensional concept of the q u a l i t y of the design of the job 
at the l e v e l of the a f f e c t i v e response 0 Note that the three dimensions of 
the measure were regarded as simultaneous outcomes<> 
2. The primitives denoting modification were treated as belonging to the 
states preceding the a f f e c t i v e response state but these preceding states 
were themselves l e f t undifferentiatedo 
To summarise the above arguments, the author having defined the measures 
on the q u a l i t y of the design of the job ( i n Chapter 6 ) , posited these measures 
as the a f f e c t i v e response under investigation; job characteristics found, by 
other researchers, were used f i r s t l y t o describe the modifications to jobs and 
secondly t o transform these descriptions to variations i n the domain of a f f e c t i v e 
responseo 
7 o 3 » 6 » I n d i v i d u a l i n t e r p r e t a t i o n of scales 
In f i e l d research, not only i n social science but also i n b i o l o g i c a l 
science, where objective c r i t e r i a f o r evaluating effect are not possible, subjec-
t i v e c r i t e r i a are often accepted and usedo For elaboration, an analogy from 
c l i n i c a l t r i a l s ( i n medicine) w i l l be pursued* 
When an analgesic i s being tested f o r efficiency the s i t u a t i o n described 
i n the following i s faced* 
Since the threshold of pain tolerance i s an i n d i v i d u a l characteristic, a 
person may be r e a l l y experiencing severe pain and yet d o u r l y / s t o i c a l l y a r t i c u l a t e 
his experience as "suffering from some pain"; on the other hand, another person 
with substantially less pain ( a l l t h i s i f pain were objectively measurable.) may 
take to bed amid cries for help to relieve his suffering* The picture just 
described pertains to the s i t u a t i o n before the administration of the t r i a l drug* 
For the after-the-administration values of pain s u b j e c t i v i t y re-enters the 
evaluative c r i t e r i a and method. For the moment disregarding the placebo 
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e f f e c t , the degree of r e l i e f experienced would be narrated, depending on the 
personality, i n a fashion corresponding with the i n i t i a l a r t i c u l a t i o n . 
However, since the purpose of the c l i n i c a l t r i a l i s the measurement of pain 
r e l i e f , related t o the drug, i n d i v i d u a l differences of scale i n t e r p r e t a t i o n as 
w e l l as the i n i t i a l values of pain are ignored i n the evaluation of efficacy. 
Pain r e l i e f being the difference i n measures of pain before and a f t e r the 
administration of the drug, a f a l l i n pain from, say, 3 units t o 1 u n i t i s 
treated the same as a f a l l from 2 u n i t s t o 0 u n i t . 
The point of presenting the above analogy i s that an investigation i n t o job 
design involves tapping the experience-in-job, the type of variables being focu-
ssed upon are of i n d i v i d u a l perception and thresholds of stimulation type. 
Note, however, I, hat whereas these subjective variables r e l a t e d i r e c t l y t o the 
design of the job, objective measures, whatever these might be, can only provide 
reinforcing evidence on conclusions that may be drawn from the study of these 
variables alone. 
The respondents were provided 7-point scales f o r in d i c a t i n g the degree of 
modification along the primitives as w e l l as f o r showing the induced changes on 
the three constructs of aff e c t i v e response. As the use of 7-point-Scales i s 
discussed i n Chapter 6, and can be found i n most standard t e x t s , e.g. Oppenheim 
( 1 9 7 8 / 1 9 6 6 ) , f u r t h e r discussion i s not pursued. 
A point pertinent t o the current discussion would be that the measuring 
scales were calibrated f o r recording either positive or negative changes: the 
middle point was marked 0 and three points each were provided f o r indicating 
increases, or decreases, respectively, along both the predicting primitives 
and the measures of af f e c t i v e response. 
This concludes the discussion on the two topics, linkage of variables and 
i n d i v i d u a l i n t e r p r e t a t i o n of scales, that was necessary p r i o r t o focussing on 
the primitives of job design themselves. I t i s t o these that a t t e n t i o n w i l l no^ v 
be focussed. 
7 o 3 . 7 « The primitives of .job design 
That i t i s d i f f i c u l t t o choose and define s i g n i f i c a n t job characteristics 
i n a clear and unequivocal way i s accepted by most authorities (see Blackler and 
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Brown ( 1 9 7 5 ) » McLean'and Simms ( 1 9 7 8 ) and Buchanan ( 1 9 7 9 ) ) ° That respondents 
were provided with a l i s t of primitives and asked t o add primitives applicable 
t o t h e i r own p a r t i c u l a r job modification case, has been stated e a r l i e r . The 
question, currently being addressed t o i s : How was the l i s t of primitives 
provided to the respondents compiled? Given that the number of primitives t o 
choose from, i . e . the base,is vast, the following three c r i t e r i a were d i s c r i m i -
natingly used. 
Literature concensus. This c r i t e r i o n was negatively applied: the absence of 
l i t e r a t u r e consensus was used t o discard a characteristic from the study. An 
example of a variable discarded on these grounds would be v a r i e t y . Although job 
design content theories have successively u t i l i s e d t h i s concept, the author's 
reading i n t o the nature of managerial job led him t o conclude t h a t , by and 
large, managerial jobs have s u f f i c i e n t v a r i e t y and that v a r i e t y can, i n specific 
instances, be dysfunctional through fragmenting the span of at t e n t i o n . The 
work of Cooper ( 1 9 7 4 ) > which was referenced i n Chapter 5> could be interpreted 
as a compelling argument f o r relegating variety to the positi o n of the least 
important design construct f o r higher l e v e l jobs. 
Dispension of concepts. While i n the' English language the number of perfect 
synonyms i s l i m i t e d , the richness of the language provides many words which 
d i f f e r i n the underlying concept only marginally. This has led t o a profusion 
of verbiage. Banks ( 1 9 7 4 ) takes to task the mushrooming of terminology. I n 
t h i s discussion a good example would be the Herzbergian concept of 'autonomy', 
which i s also used i n the Hackman and Oldham job design technique. Cooper, i n 
his work referenced i n the foregoing paragraph, uses the concept of 'discretion' 
as an important job design variable. The author found the concept of 'authority' 
being discussed by many authorities i n managerial l i t e r a t u r e , e.g. W. Brown 
( 1 9 7 1 ) , Newman and Rowbottom ( 1 9 7 3 / 1 9 6 8 ) , i n terms which make i t more or less 
akin either t o 'autonomy' or 'discretion'. Given the above stated s i t u a t i o n , 
w i t h reference t o the three variables discussed, i t was decided t o include only 
'authority' on the l i s t provided to the respondents. I n t h i s instance the 
author's choice would get support from statements on managerial reading habits. 
While Stewart ( 1 9 6 9 ) opines that managers do not read much, Mintzberg ( 1 9 7 3 ) 
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suggests that when managers take part i n research they respond i n a way r e f l e c -
t i n g the readings undertaken. From t h i s , the author reasoned as follows. Given 
tha t f o r reading-managers the choice of materials i s more l i k e l y t o be catholic 
general management - rather than specific - job design, and the non-reading managers 
would be equally placed with respect t o the use of any of the alternatives; the 
use of the word 'authority* would have greater overall understanding and accep-
tance than either of the alternative word formulaoionao 
Personal choice. This thesis i s concerned with the bui l d i n g and t e s t i n g of a 
wholistic theory of job design. Readings i n the existing theories of job design 
and existing empirical findings i n organisation l i t e r a t u r e , s p e c i f i c a l l y 
organisation behaviour, c l e a r l y indicated that some constructs t h a t would be of 
direct relevance to the wholistic theory had never been tested i n job design 
experiment or discussed i n job design l i t e r a t u r e . Such constructs as 
- fairness i n demands made on the i n d i v i d u a l 
- help received from members of the role set 
- keeping of promises made to individuals 
.although, on prima facie grounds, closely related to the individual's experience-
i n - job, have not been thoroughly,(or even roughly), tested i n job design research 
Dunham ( 1 9 7 7 ) affirms t h i s lack of rigour i n existing work and suggests 
one such untested variable i n the following quote: 
"For the most part, t h e o r i s t s , researchers and even pra c t i t i o n e r s have 
overlooked some p o t e n t i a l l y important factors that may be affected by 
job re-design .... i t i s obvious that i f the job i s changed, the s t a f f i n g 
requirements are also changed". 
In the same publication, besides other variables not included i n reports so f a r , 
Dunham also remarks on the omission of compensation requirements i n application 
of job design. 
A number of such constructs, a l l derivable from the discussions i n 
Chapters 2 to 6, were posited as a result of the author's own choice. Although 
the discussion of the method of choice f o r the primitives supplied t o the respon-
dents concludes herewith, a caveat would be i n order: the respondents were t o l d 
t h a t they could add characteristics, and ample space was provided f o r the addi-
t i o n of any number of primitives that they might f i n d applicable i n the descrip-
t i o n of t h e i r p a r t i c u l a r case. 
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7..'3.8. The l i s t e d primitives 
The primitives provided t o the respondents are, more or less i n t h e i r 
e n t i r e t y , those which have either been mentioned by other researchers as job 
design characteristics or are derivable from the various evidences and discussions 
th a t have been presented i n Chapters 1 - 6 of the thesis. Therefore, so as to 
avoid r e p e t i t i o n , i n t h i s section the discussion w i l l be l i m i t e d by the follow-
ing two c r i t e r i a : 
1 . For topics already discussed, only new evidence from l i t e r a t u r e . 
2 . For topics not already covered, a discussion at s u f f i c i e n t length 
together w i t h , where possible, support from l i t e r a t u r e . 
The conceptualisation of variables 
I t has been often enough stated that the basis of job design are the 
experience-in-job variables. Figure 7 « 9 shows the schemata of the author's 
conceptualisation of these variables. Figure 7 » 1 0 l i s t s some of these variables 
the reference numbers i n t h i s f i g u r e l i n k the l i s t e d variables t o the schemata. 
Only those variables presented by the author t o the respondents are l i s t e d . 
Level 4 
Level 3 
Level 2 
Level 1 
Figure 7 . 9 : Schemata f o r variables leading to experience-in-.job 
The diagram of Figure 7 . 9 shows the variables t o be at four levels, which could 
be labelled as: 
Level 1 - Experience-in-job 
Level 2 - Central job dimensions leading to experience-in-job 
Level 3 - Resource determinants of core job dimensions 
Level 4 - Organisational determinants vr' resources 
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Level 1 
- conflict/harmony 
- confidence/doubt 
- involvement/ 
separateness 
- stress/exhilara-
t i o n 
- fairness/partia-
l i t y 
- control/helpless-
ness 
- r e l a t i o n s h i p / 
alienat ion 
- ownership/disdain 
Level 2 
1 . Elements of work 
2 . A b i l i t y demands 
of job 
3o Personal assess-
ment of job 
4» Elements of work 
opportunxty 
5o Personal opportu-
n i t y i n work 
6. Elements of work 
process 
7« Nature of work 
Level 3 
- Number of sub-
ordinates 
- Budget l e v e l s / 
systems 
- Machinery/ 
plan t / b u i l d -
ings 
- Information 
- Future oppor-
t u n i t i e s 
Level k 
- Authority 
- Responsibi-
l i t y 
- Rules and 
regulations 
— Rewards 
Figure 7 . 1 0 : Categories w i t h i n the schemata of Figure 7 « 9 
Note that with respect to l e v e l 2 , the itemisation i n the table of Figure 7 « 1 0 > 
only gives the t i t l e s of dimensions. The job design primitives of these dimen-
sions are given i n Figure 7»llo The concentric c i r c l e s conceptualisation, i n 
essence, then, r e f l e c t s that while at the core, or innermost c i r c l e , l i e the 
variables of experience-in-job themselves, these are r e f l e c t i o n s of the central 
dimension of the job i t s e l f ; the central job dimensions are regulated by the 
l e v e l 3 variables which have been lab e l l e d the ^ resources determinants; fthe 
resource determinants themselves, i n t u r n , are influenced by the l e v e l of 
authority, r e s p o n s i b i l i t y and the rules and regulations i n existence at any one 
time. 
Note that i n the above presentation, the primitives are given i n a concep-
t u a l l y linked way; i n the questionnaire, however, these were presented t o the 
respondents i n an order other than t h i s conceptual linkage one. 
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l o Elements of work 
l . l o - motivating s t a f f 
1 . 2 . - supervising s t a f f 
work 
1 . 3 . - co-ordination 
2 . A b i l i t y demands of .job 
2 . 1 . - Demands f o r new 
ideas 
2 . 2 . - S k i l l l e v e l demands 
2 . 3 . - Technical l e v e l 
demands 
3» Personal assessment 
of .job 
3 . L - Amount of non-routine 
work 
3 . 2 . - Job holder interest 
i n element of work 
3 » 3 ° ~ Status of job 
4 . Elements of work 
opportunity 
4 . 1 ° - Choice i n what to do 
4 » 2 o - Choice i n timing of 
execution 
4 . 3 . - Choice i n order of 
execution 
5. Personal opportunity i n 
work 
5 . 1 . - Exercise of influence 
5 « 2 . - Pa r t i c i p a t i o n 
5.3» - To learn and develop 
5.4° - To use judgement 
5.5= - To represent others 
6. Elements of work process 
6 . 1 . - Feedback on perform-
ance 
6 . 2 . - Int e r a c t i o n with 
others 
7 . Nature of work 
7 . 1 . 
V 0 2o = 
7.3° -
7 . 4 ° ~ 
7 . 5 * -
7 . 6 . — 
7 . 7 c 
7.80 
7 . 9 ° 
Amount of 
t r a v e l 
Conflicting 
demands 
Choice of ' 
work 
colleagues 
Confident ia' 
element i n 
job 
Quality of 
interper-
sonal 
r e l a t i o n -
ships 
Pressure t o 
meet dead-
lin e s 
Exposure of" 
work 
Amount of 
uncertaint; 
Help from 
role set 
Figure 7 . 1 1 : Job design primitives w i t h i n the dimensions of job 
7 . 3 ° 9 ° Culled primitives f o r describing the modifications and for measuring 
the changes i n the q u a l i t y of the design of the .job 
The table of Figure 7<>12 presents, i n a summary, some of the l i t e r a t u r e 
evidence on the variables that were offered to the respondents for describing 
the modification t o the jobs, and regarded as independent variables changes 
along which would induce changes i n the q u a l i t y iof the design of the job. The 
variables included i n t h i s table are either d i r e c t l y discussed by the a u t h o r i t i e s 
t o whose work references are given, or are operational derivatives of the con-
cepts germane to the quoted references. Note that the summary style of presen-
t a t i o n i s adopted as the concepts have had introduction i n the material of 
Chapters 2 to 6. Further note that the references provided are by no means 
exhaustive either i n terms of the l i t e r a t u r e as a whole or i n terms of the 
material i n Chapters 2 t o 6, 
Variable 
-Outputs, q u a l i t a t i v e 
-Outputs, quantitative 
-Inputs, q u a l i t a t i v e 
-Inputs, quantitative 
-Number of subordinates 
-Resources available 
-Representing the view of others 
-Generating and developing new ways 
of doing things 
-Opportunity t o use judgement 
-Confidential elements i n the job 
-Int e r a c t i o n with other departments 
inside the organisation 
-In t e r a c t i o n with individuals/groups 
outwith the organisation 
-Amount of non-routine work 
-Choice i n work undertaken 
-Choice i n methods of execution 
-Choice i n sequence of execution 
- S k i l l s required to do the job 
-Feedback on performance 
-Pressure t o meet deadlines 
-Help from boss 
-Help from subordinates 
-Help from colleagues 
-Rules and regulations 
-Co-ordination 
-Supervising the work of others 
-Motivating others 
-Information needed t o do the job 
-Conflict experienced at work 
-Financial rewards 
-Status of job 
-Technical knowledge required at work 
-Authority 
-Responsibility 
-Number of people supplying inputs 
-Number of people receiving outputs 
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Variable 
•Influence exercised with respect t o boss ) 
•Influence exercised with respect t o colleagues) 
•Influence exercised with respect to )) 
subordinates ) 
-Choice of working colleagues 
-Influence on appointment of colleagues 
-Amount of t r a v e l l i n g 
-Amount of uncertainty 
-Job holder l e v e l of confidence 
-Sense of job ownership 
-Stress experienced i n work performance 
-Opportunities f o r recognition 
-Opportunities- f o r promotion 
-Opportunities f o r learning and development 
-Opportunities t o help others 
-Fairness i n the demands on job holder 
-Job i n t e r e s t i n elements of own job 
-Quality of interpersonal relationships 
-Agreements with providers of inputs 
-Agreements with receivers of outputs ) 
References 
Kotter ( 1 9 7 7 ) 
Machin and Kokkalis (1978A); 
(1978B) 
Dalton (1959) 
Brown (1971) 
Cooper and Marshall (1978) 
Galbraith (1973) 
Bensahel (1977) 
Reynolds (1972) ; 
Gyllenhammer (1977) 
Crisp (1978) 
Maslow (1943) 
Elbing (1978) 
Emery (1963) 
Schein (1978) 
Hackman and Lawler (1971) 
Rowntree-Mackintosh (1978) 
Gyllenhammer (1977) 
Dalton (1959) 
Machin (1977) 
Figure 7 . 1 2 (Contd.): Job primitives provided to respondents 
6 1 5 . 
7 « 4 « Results from the studies 
The results presented i n t h i s section are exploratory analyses of raw data 
As i n the area of job design no wholistic theory exists, and s p e c i f i c a l l y mana-
g e r i a l job design has not been focussed upon, no real/meaningful hypothesis 
could be formulated. Facing a similar s i t u a t i o n , although i n another context, 
House, F i l l e y and Gujarati ( 1 9 7 1 ) discussing analysis of data, they collected, 
wrot e z 
"These analyses are viewed as exploratory rather than tests of hypothesis 
because there i s neither previous research nor theory t o suggest specific 
hypothesis t o be tested". 
Within the context of exploration, the p a r t i c u l a r research t r a d i t i o n pursued ha 
previously been followed by other researchers, e.g. Raia ( 1 9 6 5 ) 0 I n fa c t Raia 
( 1 9 6 5 ) describes the analysis framework so w e l l that a quotation from him w i l l 
be used t o depict i t : 
p r i m a r i l y concerned with discovering the association of certain 
variables rather than i n proving causuality". 
I n the analysis of data i n the complementary studies, then, the focus of atten-
t i o n was the associations between the various variables describing job modifi-
cations, and the variables of interest t o the wholistic theory of job design. 
The analysis of data w i l l be presented according t o the following headings 
- Circumstances of position occupation 
- The process (t r i g g e r s and rationale) of job modification 
- Variables f o r description, and measuring the effects, of modification 
Each of the above l i s t e d headings has a sub-section devoted t o i t . These w i l l 
now be presented. 
7 » 4 « 1 » Circumstances of position occupation 
Data collected from 1 0 questions put to the respondents w i l l be discussed 
here. Differences stemming from the following sources: 
1 . Job design practices i n the organisations (ad hoc, u n i t , and corporate) 
2 . Jobs modified or not modified 
provide the two strategies f o r discussions on the 1 0 questionnaire items t o be 
presented here. 
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7 . 4 « 1 " 1 « State of position at time of appointment 
A vacancy arises. An in d i v i d u a l i s appointed t o the position. On the 
other hand, an in d i v i d u a l might be there and a position may have t o be created 
or vacated t o accommodate him. 
The 2 3 3 respondents gave, between them, 1 1 types of responses, of which 
the following f i v e : 
( i ) Created t o meet l e g i s l a t i o n 
( i i ) Created t o f a c i l i t a t e the entry i n t o the form of an outside 
i n d i v i d u a l who had impressed the boss, 
( i i i ) Created t o enhance control. 
( i v ) Vacated - previous occupier relieved of position, 
(v) Vacated - death of previous occupier, 
were mentioned only once each. The table of Figure 7 . 1 3 shows the response data 
collected f o r types of responses mentioned more than once. 
Status of position 
1 . Newly created due t o 
( i ) Expansion 
( i i ) Restructuring 
2 . Vacated due to' previous occupier 
( i i i ) Receiving promotion 
( i v ) Changing organisation 
(leaving) 
.(v) Changing job w i t h i n 
company 
; ( v i ) Retiring 
Columns t o t a l s 
Organisation type according t o job 
design practice 
Ad hoc 
JM 
3 
1 8 
4 
JNM 
4 
1 1 
1 1 
1 5 
6 
2 
4 0 V 4 9 
8 9 
Unit 
JM 
2 
1 2 
2 4 
JNM 
3 
4 
1 
2 
2 2 
4 6 
Corporate 
JM 
6 
1 6 
1 4 
7 
1 
6 
JNM 
9 
1 0 
1 3 
7 
5 0 V 
9 6 
4 6 
Figure 7.13: Responses on the state of position at appointment 
Figure 7»14 shows the above data summarised according t o organisation type 
and whether the position was newly created or vacated. This data suggests t h a t 
there i s no difference between the organisation types, i . e . positions get'created 
and vacated at the same rate w i t h i n the three types of organisations. 
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Ad hoc Unit Corporate Row t o t a l s . 
Newly created 3 6 ( 3 7 . 8 ) 2 1 ( 1 9 . 5 ) 4 1 ( 4 0 . 7 3 ) 9 8 
Vacated 5 3 ( 5 1 . 2 4 ) 2 5 ( 2 6 . 4 8 ) 55 ( 5 5 . 2 7 ) 1 3 3 
Column t o t a l s 8 9 4 6 9 6 2 3 1 
Figure 7.14: Data on status of position, arranged according to 
organisation type 
However, further analysis of the 'vacated' class of positions i s possible and 
presented here f o r the three variables: previous incumbent leaving the organisa-
t i o n , previous incumbent changing jobs w i t h i n the organisation and the previous 
occupier r e t i r i n g from the organisation. These comparisons are i n terms of the 
frequency r a t i o w i t h i n a specific class of organisation type, 
( i ) Previous occupier leaving the organisation 
Ad hoc 1 9 / 8 9 = 0 . 2 1 
Unit 1 2 / 4 6 = 0 . 2 6 
Corporate 1 4 / 9 6 = 0 . 1 5 
Here the largest contrast i s between the unit and corporate types of 
organisation. 
( i i ) Previous occupier moving to another job (not a promotion) w i t h i n the 
organisation 
Ad hoc 1 2 / 8 9 = 0 . 1 3 
Unit 3 / 4 6 = 0 . 0 7 
Corporate 4 / 9 6 = 0 . 0 4 
This data, thus, suggests that changing and swapping jobs occurs mostly 
i n the ad hoc type of organisation; i n fact i n such organisations i t i s 
more than three times as l i k e l y t o occur as i n the corporate type of 
organisations where t h i s happens the least. The u n i t type of organisa-
t i o n f a l l s between the extremes of ad hoc and corporate, 
( i i i ) Previous occupier r e t i r i n g from posit i o n 
Ad hoc 2 / 8 9 = 0 . 0 2 
Unit 2 / 4 6 =* 0 . 0 4 
Corporate 1 4 / 9 6 = 0 . 1 5 
The data thus suggests that there i s a 15% p r o b a b i l i t y that a position 
vacated i n a corporate type of organisation i s due to the retirement 
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of the incumbent. I n the ad hoc type of organisation the corresponding 
value being 2%, the l i k e l i h o o d of vacation of position through r e t i r e -
ment i s less than l / 7 of that of the corporate type. The position of 
the u n i t type of organisation, on t h i s variable, i s between the extreme 
set by the corporate and ad hoc types. 
7 « 4 » 1 » 2 . Status of appointee 
A vacancy arises. An i n d i v i d u a l gets appointed lo the position. On the 
other hand because of h i s personal merits an i n d i v i d u a l may be i n v i t e d t o j o i n 
an organisation, i n which case a special position may be created t o accommodate 
the incomer. The analysis here i s of circumstances, of the appointee, i n 
which the assignments t o the positions were made i n the three types of organisa-
t i o n s . 
The 2 3 3 respondents gave betweenthem 1 0 types of responses, of which 5 were 
mentioned less than 1 0 times each. These infrequently mentioned responses are 
l i s t e d below, where the numbers i n brackets show the frequency of response 
occurrence. 
( i ) Externally i n v i t e d on personal basis ( 4 ) 
( i i ) Speculative l e t t e r t o group general manager ( l ) 
( i i i ) Relative working i n company provides f a c i l i t a t i v e introduction ( l ) 
Note the above three response types are those where an external i n d i v i d u a l joins 
an organisation. The next two categories involve i n t e r n a l individuals being 
assigned to positions. 
( i v ) Creation of position due t o incumbent e f f o r t at enlargement of own 
job ( 1 ) 
(v) Forced t o accept a job, the respondent did not l i k e (l) 
The table of Figure 7 » 1 5 shows the response data collected f o r types of 
responses mentioned at least 1 0 times. 
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Method o f assignment t o 
p o s i t i o n 
Organisation type according t o job 
design p r a c t i c e 
Ad hoc 
JM JNM 
U n i t 
JM J M 
Corporate 
JM JNM 
l o E x t e r n a l r e c r u i t m e n t 
( i ) through advertisement 
( i i ) through head-hunting 
2 . I n t e r n a l r w c r u i l i i i e n t 
( i i i ) i n t e r n a l advertisement 
( i v ) i n t e r n a l i n v i t a t i o n 
( v ) e l e c t i o n by peer group 
2 
1 
1 
2 1 
6 
6 
5 
2 
29 
3 
4 
18 
1 
2 
2 
4 
13 
Column t o t a l s 3 1 V 45 
76 
24 > J / 2 I 
45 
6 
1 
1 
39 
6 
5 
1 
3 
34 
4 
53 ^ 47 
100 < 
Figure 7.15; Responses on the s t a t u s o f appointee, and method 
of appointment 
Global comparisons of the t h r e e types of o r g a n i s a t i o n s on t h e i n t e r n a l -
e x t e r n a l dichotomy of the appointees s t a t u s r e v e a l no s i g n i f i c a n c e . However, a 
noteworthy p o i n t t h a t emerges from t h i s data i s t h e ' e l e c t i o n by peer group* 
method of appointments.. Although t h i s p a r t i u l a r method does not get much 
repo r t e d i n l i t e r a t u r e i t seems t o be adopted, f o r managerial appointments, 9$ 
of t h e times o The data i n d i c a t e s t h a t t h i s p a r t i c u l a r method i s more o f t e n used 
i n ad hoc and corporate types of o r g a n i s a t i o n s , where i t i s 1 0 times more l i k e l y 
t o be adopted than i n u n i t type of o r g a n i s a t i o n s . 
On the other hand i n t e r n a l a d v e r t i s i n g as a method of f i n d i n g s u i t a b l e 
candidates t o . f i l l a p o s i t i o n appears, on the evidence of t h i s data, t o be more 
popular i n u n i t types of o r g a n i s a t i o n s . Data c o l l e c t e d i n these s t u d i e s i n d i -
cates t h a t t h i s p a r t i c u l a r method may even be used i n u n i t type of o r g a n i s a t i o n 
f o r f i l l i n g up t o as many as a t h i r d of the vacancies t h a t a r i s e . 
7 . 4 » 1 » 3 « Length of time i n current p o s i t i o n 
The t a b l e of Figure 7 « l 6 presents t h e data f o r t h e 2 3 1 responses given t o 
items on the l e n g t h of time t h e respondents had occupied t h e i r c u r r e n t p o s i t i o n . 
Figure 7 « 1 7 gives the p l o t s of cumulative percentages f o r t h e data o f Figure 
7 . 1 6 , i n which t h e jobs modified and jobs not m o d i f i e d data has been combined 
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Length of time i n 
p o s i t i o n occupied 
Less than 1 year 
" " 2 years 
tt " 5 years 
" 1 1 8 years 
More than 8 years 
Column t o t a l s 
Type of o r g a n i s a t i o n 
Ad noc 
JM 
8 
17 
1 1 
3 
2 
JMM 
1 
6 
24 
14 
2 
4 1 v 47 
88 
U n i t 
JM 
13 
6 
5 
J f f i 
5 
5 
1 1 
1 
24 4/ 22 
46 
Corporate 
JM 
13 
14 
1 1 
10 
3 
JNM 
3 
18 
7 
18 
5 1 v 46 
97 
Figure ? » l 6 ; Data on l e n g t h of time i n c u r r e n t p o s i t i o n 
Row-
t o t a l s 
4 0 
5 1 
80 
34 
26 
2 3 1 
f o r the three,types of organisation.. The c o n t r a s t of the cumulative curves 
f o r the u n i t and corporate types of o r g a n i s a t i o n s , evaluated w i t h t h e KoLmogorov-
Smirnov t e s t , i n d i c a t e s s i g n i f i c a n t d i f f e r e n c e s a t the <>% l e v e l o This- suggests 
t h a t whereas i n t h e u n i t type of o r g a n i s a t i o n s i n d i v i d u a l s are l e s s l i k e l y t o 
occupy the same p o s i t i o n f o r too long a t i m e , i n the corporate type of organisa-
t i o n s p o s i t i o n occupancy f o r the p o p u l a t i o n as a whole i s l i k e l y t o be more 
evenly spread out over the measuring scale used i n t h i s study. The performance 
of t h e ad hoc type of o r g a n i s a t i o n i s such t h a t i n i t i a l l y i t behaves l i k e the 
corporate type but soon i t s performance p r o f i l e converts t o the u n i t t y p e . I n 
o t h e r words, i n t h e ad hoc type of o r g a n i s a t i o n , the p o s i t i o n occupancy, as 
measured here, i s n e i t h e r l i k e l y t o be too short nor too long, f o r a l a r g e 
percentage o f the p o p u l a t i o n . 
Figure 7 ° l 8 presents, s i m i l a r t o the foregoing f i g u r e , the cumulative 
graphs f o r t h e t h r e e types of o r g a n i s a t i o n of l e n g t h of s e r v i c e but i n t h i s 
f i g u r e each o r g a n i s a t i o n type has two graphs: one f o r data from i n d i v i d u a l s 
whose jobs had not been modified and t h e other from i n d i v i d u a l s whose jobs had 
been modified. A n a l y s i s by the KoLmogorov-Smirnov t e s t i n d i c a t e the comparisons 
s i g n i f i c a n t l y d i f f e r e n t i a t e between the two curves. An i n f e r e n c e from t h i s 
would be t h a t m o d i f i c a t i o n t o jobs are more l i k e l y t o be i n t r o d u c e d e a r l i e r on 
i n p o s i t i o n occupancy r a t h e r than l a t e r . And, although t h i s happens i r r e s p e c t i v e 
of o r g a n i s a t i o n t y p e , by s p l i t t i n g t h e data f o r each type of o r g a n i s a t i o n and 
p l o t t i n g two curves (one f o r jobs m o d i f i e d and one f o r jobs not m o d i f i e d ) the 
621 o 
100 
80 
60 •3 ~£7 o 
'V' 
4 0 
20 
/ 
Figure 7«17i A comparison of l e n g t h o f time i n curr e n t p o s i t i o n f o r 
the t h r e e types of o r g a n i s a t i o n 
100 
'V 
80 <9 
60 
Jobs not modified 
/ 
/ 
/ 
/ 4 0 
/ 
/ 20 
'e 7°18: A comparison of l e n g t h of time i n c u r r e n t p o s i t i o n 
f o r incumbents whose .jobs had been modified and those 
whose .jobs had not been modified 
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analyses i n d i c a t e t h a t w i t h i n o r g a n i s a t i o n type t h e above i n f e r e n c e s t i l l holds. 
7«4»1»4» Nature of move t o new appointment; promotions and experience 
The data c o l l e c t e d on t h e questionnaire i t e m addressed t o the nature of move 
t o t h e new appointment could be c l a s s i f i e d i n t o two classes; but a f a i r number 
of responses could not be so c l a s s i f i e d . The u n c l a s s i f i a b l e responses (where 
numbers w i t h i n brackets show the frequency of t h a t response) are: 
- R e s t r u c t u r i n g ( 3 ) ; r e o r g a n i s a t i o n ( l ) : c o n s o l i d a t i o n ( l ) ; 
- N a t u r a l career progression ( 2 ) 
- Returning from overseas ( l ) ; t r a n s f e r ( l ) 
- Job r o t a t i o n ( l ) 
- E f f i c i e n c y ( l ) ; t o improve e f f i c i e n c y of department ( l ) 
- To make use of wide experience ( l ) ; t o f u l f i l a s p e c i f i c j o b f u n c t i o n ( l ) 
- To preserve employment i n u n c e r t a i n s i t u a t i o n ( l ) 
- A sideways move w i t h the b e n e f i t o f car/expense account ( l ) ; l a t e r a l ( l ) 
- To create a vacancy w i t h i n t h e corporate managerial s t r u c t u r e ( l ) 
- Challenge ( l ) 
Of the t o t a l of 18^ responses, t e n percent f e l l i n t o t h e u n c l a s s i f i a b l e l i s t 
g i v e n above. For the other I 6 5 , t h e two main classes were: 
1. Gain experience 
2 . Promotion 
The t a b l e of Figure 7«19 presents t h e data on 'gain experience' c l a s s , s p l i t by 
o r g a n i s a t i o n type and whether or not respondents had had t h e i r jobs m o d i f i e d . 
The t a b l e of Figure 7 » 2 0 presents corresponding data f o r t h e 'promotion* c l a s s . 
Organisation type 
Ad hoc Uni t Corporate 
JM JNM JM JNM JM JNM 
10 9 9 2 6 3 
Figure 7.19: Responses i n d i c a t i n g nature o f move t o new p o s i t i o n t o 
i n v o l v e considerations of 'experience g a i n ' 
Thus, data on 'experience g a i n ' c l a s s , o v e r a l l ( d i s r e g a r d i n g whether or not 
incumbent jobs had been modified) i n d i c a t e s t h a t i n the u n i t and ad hoc types of 
o r g a n i s a t i o n assignments t o new p o s i t i o n s are t w i c e as l i k e l y t o be f o r the sake 
of g a i n i n experience than i n the corporate types of o r g a n i s a t i o n . However, t h i s 
i n t e r p r e t a t i o n has t o be t r e a t e d w i t h c a u t i o n , f o r t h e a n a l y s i s i n Section 7«4«1«3 
had revealed t h a t p o s i t i o n occupancy i s s h o r t e r i n ad hoc and u n i t types of 
o r g a n i s a t i o n . I t could thus be the case t h a t these e a r l i e r r e s u l t s are r e f l e c t e d 
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Organisation type 
Ad hoc Unit Corporate 
JM JNM JM JNM JM JNM 
2 0 1 1 1 0 1 4 3 7 3 2 
Figure 7 . 2 0 ; Responses i n d i c a t i n g nature of move t o new p o s i t i o n t o be 
a promotion ' 
i n t h e data being discussed now. This view i s f u r t h e r r e i n f o r c e d by a n a l y s i s 
of t h e data separately f o r respondents whose jobs had, or had not, been modified.. 
A p o s s i b l e way of analysing t h i s would be t o form i n d i c e s of occurrence-frequency 
w i t h t h e sample size i n o r g a n i s a t i o n type as a denominator, as shown belowo 
Organisation type 
Ad hoc ( 8 8 ) 
Unit ( 4 7 ) 
Corporate ( 9 8 ) 
Jobs mo d i f i e d 
1 0 / 8 8 = 0 . 1 1 
9 / 4 7 = 0 . 1 9 
8 / 9 8 = 0 . 1 7 
Jobs not m o d i f i e d 
9 / 8 8 =» 0 o l 0 
2 / 4 7 ^ 0 . 0 4 
3 / 9 8 = 0 . 0 6 
The f a c t t h a t f o r the ad hoc type of o r g a n i s a t i o n t h e index remains p r a c t i c a l l y 
s t a t i c w h i l e f o r the corporate type of o r g a n i s a t i o n i t increases n e a r l y t h r e e -
f o l d suggests t h a t t h e corporate type of o r g a n i s a t i o n may be modifying jobs t o 
f a c i l i t a t e l e a r n i n g / g a i n - i n - e x p e r i e n c e r e l a t i v e l y more than the ad hoc t y p e . 
With regard t o the 'promotion' c l a s s , f o r which the data i s g i v e n i n 
Figure 7 " 2 0 , t h e a n a l y s i s of data, through index f o r m a t i o n , as discussed above, 
i s given below 
Id hoc 
Organisation type ^ - U n i t 
T o t a l sample Jobs modified Jobs not modified 
0.^ 5 0 . 4 9 0 . 2 3 
0 . 5 1 0 . 4 0 O.64 
Corporate 0 . 7 0 0 . 7 1 0 . 7 0 
The above i n d i c e s could be i n t r e p r e t e d as suggesting t h a t assignment t o a new 
p o s i t i o n through promotion i s t w i c e as l i k e l y i n the corporate types of organisa-
t i o n than i n the ad hoc type of o r g a n i s a t i o n s (column 1 ; i n d i c e s being 0 . 7 0 and 
0 . 3 5 > r e s p e c t i v e l y ) . 
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Looking at the i n d i c e s of the decomposed data ( j o b s m o d i f i e d and jobs not 
modified) shows t h a t i n the corporate type of o r g a n i s a t i o n t h e r e i s r e l a t i v e 
s t a b i l i t y , i . e . when an appointment i n v o l v e s promotion, whether or not t h e j o b 
w i l l be subsequently m o d i f i e d i s not m a t e r i a l l y a f f e c t e d . On the other hand, 
data i n d i c a t e s t h a t i n t h e ad hoc and u n i t types of o r g a n i s a t i o n , whether or not . 
the jobs are modified may be r e l a t e d t o whether a promotion was i n v o l v e d i n t h e 
assignment t o p o s i t i o n ; but t h e i n t e r a c t i o n s are i n opposite d i r e c t i o n s : whereas 
i n t h e ad hoc type of o r g a n i s a t i o n t h e l i k e l i h o o d of j o b m o d i f i c a t i o n i s 
increased (by t w i c e as much) when promotions are i n v o l v e d i n i n i t i a l assignment, 
the same l i k e l i h o o d i s reduced (by h a l f as much) i n t h e u n i t type of o r g a n i s a t i o n 
Learning about, f o r , upon and on the .job 
I n t h i s s e c t i o n are discussed data from t h r e e q u e s t i o n n a i r e items: 
l o Whether the appointments were i n pursuance of a career plan 
2 . Whether t h e i n d i v i d u a l had received t r a i n i n g p r i o r t o appointment 
3. The degree of knowledge of job contents at appointment 
From the above l i s t , i t should be c l e a r t h a t an obvious c o n s i d e r a t i o n i n 
some discussions would be whether or not the appointee, at t h e time of a p p o i n t -
ment, was i n t e r n a l or e x t e r n a l t o the o r g a n i s a t i o n . Whenever p o s s i b l e , t h e r e f o r e 
attempt w i l l be made t o separate the data according t o t h i s dichotomy. 
7 . 4 » l o 5 « Career plans 
The t a b l e of Figure 7 ° 2 1 presents the responses, on whether or not the 
appointments were ixpursuance of career plans, f o r both the i n t e r n a l and 
e x t e r n a l appointees. 
Status of appointee 
Response I n t e r n a l E x t e r n a l 
TVP 3 of o r g a n i s a t i o n Type of o r g a n i s a t i o n 
Ad 
hoc U n i t 
Corpo-
r a t e 
Row 
t o t a l 
Ad 
hoc Unit 
Corpo-
r a t e 
Row 
t o t a l 
No 2 3 8 2 0 5 1 0 2 71 3 
Yes 3 5 28 4 7 1 1 0 1 5 4 1 2 3 1 
Don't know 1 3 4 1 6 3 3 1 1 0 2 
Column t o t a l s 7 1 4 0 8 3 1 9 4 1 6 7 1 3 3 6 
Figure 7 . 2 1 : Responses f o r whether the assignment was i n 
pursuance of career plans 
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The data could be i n t e r p r e t e d t o suggest t h a t i n the ad hoc,- u n i t and corporate 
types of o r g a n i s a t i o n , f o r i n t e r n a l appointees career plans are being pursued 
U9%> 70% and 57% of times r e s p e c t i v e l y . The corresponding f i g u r e s f o r e x t e r n a l 
appointees are 9 4 $ , 57% and 92%, The f a c t t h a t w h i l e t h e u n i t type of organisa-
t i o n outperforms t h e ad hoc and corporate types f o r i n t e r n a l appointees, i t s 
performance i s much lower f o r the e x t e r n a l appointments could be regarded as 
suggestive of f u r t h e r research endeavour i n t h i s a r e a ; e s p e c i a l l y so since t h e 
data on e x t e r n a l appointees i n t h i s sample i s l i m i t e d . 
7 « 4 » l o 6 o T r a i n i n g f o r t h e new .job 
The t a b l e o f Figure 7 » 2 3 shows the responses on whether or not t h e new 
appointees had received t r a i n i n g t o prepare them t o work e f f e c t i v e l y i n t h e i r 
new j o b . 
Response 
Status of appointee 
I n t e r n a l E x t e r n a l 
Type of organis a t i o n Type of o r g a n i s a t i o n 
Ad hoc U n i t Corporate Row t o t a l Ad hoc Unit Corporate 
Row 
t o t a] 
No 
Yes 
4 3 
28 
2 5 
1 3 
4 2 
4 1 
1 1 0 
82 
1 0 
6 
4 
4 
9 
4 . 
2 3 
1 4 
Column t o t a l s 7 1 3 8 8 3 1 9 2 1 6 8 1 3 3 7 
Figure 7 . 2 2 : Responses t o whether or not t h e new appointees had 
received t r a i n i n g t o prepare them f o r e f f e c t i v e perform-
ance i n the new .job 
Given the importance c u r r e n t l y being attached t o management development (see 
Easterby-Smith et a l ( 1 9 8 0 ) ) , the above data, where 5 8 $ of t h e respondents 
received no t r a i n i n g , i s r a t h e r a s t o n i s h i n g . I t could be the case t h a t the 
t r a i n i n g provided was i n a p p r o p r i a t e as a p r e p a r a t i o n f o r the j o b or t h a t no 
f a c i l i t i e s were provided. I n e i t h e r case t h e r e appears t o be a prima f a c i e 
evidence t o suggest f u r t h e r research e f f o r t i n t h i s area, t o answer a whole 
host of queries t h a t t h i s f i n d i n g may prompt. 
Focussing on t h e i n t e r n a l appointees only, data suggests t h a t the l i k e l i h o o d 
of having received t r a i n i n g i s the highest f o r corporate type of o r g a n i s a t i o n , 
6 2 6 . 
where i t i s 4 9 $ * and lowest f o r u n i t type of o r g a n i s a t i o n where i t i s reduced t o 
3 4 $ » The corresponding f i g u r e f o r the ad hoc type i s 3 9 $ ° Juxtaposed t o t h i s , 
t h e data on e x t e r n a l appointees suggests a r e v e r s a l of t h e t r e n d deducible from 
the i n t e r n a l appointees. The lowest l i k e l i h o o d f o r e x t e r n a l appointees having 
received t r a i n i n g i s f o r the corporate type of o r g a n i s a t i o n , being 31%, and t h e 
highest f o r u n i t type where t h e corresponding f i g u r e goes up t o 5 0 $ . The l i k e l i -
hood of having received t r a i n i n g , f o r e x t e r n a l appointees i n the case of ad hoc 
type of o r g a n i s a t i o n i s 3 8 $ . 
7 . 4 » 1 ° 7 » Knowledge of .job contents at appointment 
The t a b l e of Figure 7 « 2 3 presents the data on the degree of knowledge of j o b 
possessed by the respondents a t t h e time of t h e i r appointment. This t a b l e gives 
the data by o r g a n i s a t i o n type and t h e numbers i n parenthesis are t h e percentage 
frequencies, f o r each type of o r g a n i s a t i o n . 
Organisation 
type 
Degree of knowledge of job Row t o t a l s 
Up t o 2 at 3 at 4 at 5 at 6 at 7 
Ad hoc 
Unit 
Corporate 
2 ( 2 ) 
o (o) 
5 ( 7 ) 
9 ( 1 1 ) 
1 0 ( 2 5 ) 
1 0 ( 1 4 ) 
1 1 ( 1 3 ) 
9 ( 2 3 ) 
9 ( 1 3 ) 
3 4 ( 4 0 ) 
1 1 (28) 
3 0 ( 4 2 ) 
2 1 ( 2 5 : 
6 ( 1 5 : 
1-4 ( 2 0 ] 
7 ( 8 ) 
4 ( 1 0 ) 
3 ( 4 ) 
8 4 ( = 1 0 0 5 6 ) 
4 0 ( = 1 0 0 $ ) 
7 1 ( = 1 0 0 $ ) 
Column t o t a l s 7 2 9 2 9 7 5 4 1 1 4 1 9 5 
Figure 7.23: Responses t o the question on degree of knowledge of .job 
contents possessed by new appointees 
Note: Only one respondent, t h a t from the ad hoc type of o r g a n i s a t i o n , had 
measured the knowledge he possessed at p o i n t one on the 7 p o i n t scale 
provided. This case i s in c l u d e d i n t h e f i r s t column of t h e t a b l e . 
The graphs i n Figure 7 * 2 4 are the p l o t s of the cumulative percentage frequencies 
f o r the t h r e e types of o r g a n i s a t i o n s . I n these cumulative p r o f i l e s the great e s t 
c o n t r a s t occurs i n the graphs repr e s e n t i n g appointees' degree of knowledge of j o b 
f o r t h e u n i t and corporate o r g a n i s a t i o n types. And, the data suggests t h a t p r o -
p o r t i o n a t e l y respondents from the corporate type of o r g a n i s a t i o n as compared w i t h 
those from t h e u n i t type would possess a higher degree of knowledge of j o b at 
appointment. Furthermore, the corporate type of o r g a n i s a t i o n outperforms even 
the ad hoc ty p e , although the con t r a s t s here are s t a t i s t i c a l l y more s i g n i f i c a n t . 
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Figure 7°24; Cumulative percentage graphs f o r the degree of knowledge 
of .job possessed by new appointees 
628. 
Although f o r s p e c i f i c cases inferences regarding whether the possession of 
a high degree of knowledge of j o b contents, or f o r t h a t matter a low degree, woul< 
be good or bad cannot be made, l i t e r a t u r e consensus would appear t o suggest 
t h a t a hypothesis could be made t h a t both very h i g h and very low degrees of j o b 
knowledge would be d y s f u n c t i o n a l . A low degree of j o b knowledge might lead t o 
ambiguity and a high degree would provide a l a c k of novel s t i m u l u s . 
Figure 7«25 i s a reorganised p r e s e n t a t i o n of the data o f Figure 7»24 where 
t h e degree of knowledge of j o b i s consolidated i n t o t h e classes: low, medium and 
high. 
Type of 
o r g a n i s a t i o n . 
Degree of knowledge of job Row t o t a l 
(basis of 
percentages) Low Medium High 
Ad hoc 
Unit 
Corporate 
11 (13%) 
10 (25%) 
15 (21%) 
45 (5450 
20 (50g) 
39 (55%) 
28 (33%) 
10 (255Q 
17 (2450 
84 (- 10050 
40 (= 1005?) 
71 (= 1005?) 
Figure 7.25: Responses t o degree of knowledge of .job, c onsolidated 
i n t o 3 classes 
The data of Figure 7«25 suggests t h a t very low knowledge o f j o b , a t appointment 
t i m e , occurs l e a s t f r e q u e n t l y i n ad hoc type of o r g a n i s a t i o n s and most f r e q u e n t l y 
i n u n i t type of o r g a n i s a t i o n s . Contrasted w i t h the f o r e g o i n g , very high degree 
of knowledge of j o b occurs most f r e q u e n t l y i n the ad hoc type of o r g a n i s a t i o n s . 
The c o n t r a s t s , i n the degrees of knowledge of j o b possessed, are g r e a t e s t f o r t h e 
c l a s s ?low' and l e a s t f o r the class ,medium ,, being 12% and 5% r e s p e c t i v e l y . 
I n t e g r a t i o n i n t o new p o s i t i o n - methods of e s t a b l i s h i n g the s p e c i f i c s of t h e 
new .job 
Under t h i s heading are discussed data from two q u e s t i o n n a i r e items - one 
s p e c i f i c and the other more general - which throw l i g h t on how appointees w i t h i n 
these t h r e e types of o r g a n i s a t i o n come t o g r i p s w i t h e s t a b l i s h i n g the p a r t i c u l a r s 
of t h e i r new j o b . The s p e c i f i c i t e m was addressed at f i n d i n g out the use of 
handover periods. The general i t e m was aimed at f i n d i n g out 'how i t a c t u a l l y 
happened'. 
7«4«1«8. The use of handover periods 
Handover periods can, of course, be used only when t h e appointee i s t a k i n g 
up a p o s i t i o n about t o be vacated; handover periods would thus be meaningless 
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f o r newly created p o s i t i o n s . 
From the response data c o l l e c t e d , t h e f o l l o w i n g items: 
- s i x years as deputy ( l ) j 
- p r e v i o u s l y a s s i s t a n t t o outgoing job holder ( l ) ; a s s i s t a n t f o r 
1 2 months ( 2 ) ; 
- job taken over a long p e r i o d ( l ) ; 
- continuous l i a i s o n w i t h predecessor over a p e r i o d of s e v e r a l years ( l ) . 
which could be regarded as handover methods, are not i n c l u d e d i n t h e t a b l e of 
Figure 7 » 2 6 which presents t h e data on the use of handover periods and lengths 
of handover p e r i o d f o r t h e sampled managers. 
Type of 
o r g a n i s a t i o n 
No hand-
over p e r i o d 
Handover p e r i o d of l e n g t h Row t o t a l s 
excluding 
"no" One day 
1 day, 
up t o 
1 week 
1 week, 
up t o " 2 
weeks 
2 weeks, 
up t o 1 
month 
1 
month 
Ad hoc 2 3 3 4 12 6 - 2 5 
Unit 11 4 4 3 5 1 17 
Corporate 13 1 27 6 4 2 4 0 
Column t o t a l s 47 8 35 21 1 5 3 82 
Figure 7.26: Responses t o the use of handover periods 
The data, on t h e use of handover periods, thus suggests t h a t w h i l e o v e r a l l t h e r e 
i s n e a r l y a 2 t o 1 chance t h a t new appointees t o p o s i t i o n s being vacated would, 
on a r r i v a l at t h e new j o b , have some i n t e g r a t i o n f a c i l i t a t i v e p e r i o d , w i t h i n the 
v a r i o u s types of o r g a n i s a t i o n t h e r e appears t o be d i f f e r e n c e s over the use of 
handover periods. These d i f f e r e n c e s can be compared on the r a t i o - i n d i c e s : 
Ad hoc =* 2 5 / 4 8 = 0 . 5 2 
Unit = 1 7 / 2 8 = 0 . 6 1 
Corporate = 4 0 / 5 3 =* 0 . 7 5 
These i n d i c e s show a t r e n d i n which the l i k e l i h o o d of a handover p e r i o d i s t h e 
l e a s t ( 0 . 5 2 ) f o r the ad hoc type of o r g a n i s a t i o n , r i s e s a l i t t l e f o r the u n i t 
type ( 0 . 6 l ) and i s the highest ( 0 . 7 5 ) f ° r t h e corporate type of o r g a n i s a t i o n . 
Further a n a l y s i s of t h i s data, by regarding a handover p e r i o d of up t o one 
as ' s h o r t ' and g r e a t e r t h a n than one week as flongf, reveals t h a t i n d i v i d u a l s 
t a k i n g over a p o s i t i o n t o be vacated are l i k e l y t o receive a longer handover 
p e r i o d i f they are i n an ad hoc type of .organisation as compared w i t h those, i n 
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s i m i l a r circumstances but i n corporate type of o r g a n i s a t i o n These comparisons, 
based on t h e i n d i c e s 
Ad hoc - p r o b a b i l i t y of short p e r i o d = 0.28; of long p e r i o d = 0 . 7 2 
U n i t •- » » » » = 0 . 4 7 J " " " = O o 5 3 
Corporate - " " » " = 0 „ 7 0 ? " " " = 0 . 3 0 
show t h a t w h i l e the l i k e l i h o o d of a handover p e r i o d i s t h e l e a s t i n ad hoc types 
of o r g a n i s a t i o n s , i f : such a p e r i o d i s granted i t i s more l i k e l y t o be l o n g . The 
f o r e g o i n g c o n t r a s t s w i t h the p r a c t i c e i n the corporate type of o r g a n i s a t i o n where 
the l i k e l i h o o d of having a handover p e r i o d i s g r e a t e s t but the l e n g t h of t h e 
p e r i o d i s l i k e l y t o be s h o r t . 
7 o 4 = l o 9 ° Ways of l e a r n i n g the .job contents found u s e f u l by newly appointed 
managers 
The respondents were asked t o s t a t e the vays they found most u s e f u l i n 
l e a r n i n g the a c t u a l job contents of t h e i r new appointment. A c l a s s i f i c a t i o n of 
these responses i s presented i n the t a b l e of Figure 7 » 2 7 , where the f i g u r e s are 
separated out f o r the d i f f e r e n t types of o r g a n i s a t i o n s . 
Organisation 
type 
Reading the 
documented 
d e s c r i p t i o n 
Predecessor 
provides 
d e s c r i p t i o n 
New boss 
describes 
the job 
Role set 
( e x c l u d -
i n g boss) 
describes 
jo b 
Job deter-
mined by 
own 
e f f o r t 
Row 
t o t a l s 
Ad hoc 7 2 5 3 6 18 6 9 1 5 5 
U n i t 6 7 2 7 1 6 3 0 8 6 
Corporate 1 6 2 9 3 1 2 2 6 5 1 6 3 
Column 
t o t a l s 2 9 . 6 1 9 4 5 6 1 6 4 4 0 4 
Figure 7.27: C l a s s i f i e d responses on the ways found most 
u s e f u l i n l e a r n i n g the .job contents 
A f i n d i n g of t h i s study t h a t could be regarded important i s t h e low h e l p f u l n e s s 
provided by documented jo b d e s c r i p t i o n s t o the new appointees, i n t h e i r e f f o r t t o 
l e a r n t h e i r new j o b . Given t h a t the survey reported i n Chapter 6, had i n d i c a t e d 
n e a r l y 80$ org a n i s a t i o n s t o be i s s u i n g j o b d e s c r i p t i o n s , t h e evidence here, on a 
f a c e t o f t h e i r u t i l i t y , could be regarded as suggestive, f i r s t l y , of research 
towards f i n d i n g out the reasons f o r t h i s low u t i l i t y and thence at e f f o r t s f o r 
improvements t h e r e o f . 
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Although i n a l l t h r e e types of o r g a n i s a t i o n , data suggests l e a r n i n g through 
performance ( t r i a l and e r r o r ) and s e l f ( u n i l a t e r a l ? ) d e f i n i t i o n of j o b t o be t h e 
most u s e f u l means of f i n d i n g out t h e contents of t h e new j o b , t h e r e are some 
d i f f e r e n c e s between the var i o u s types of o r g a n i s a t i o n over the use of t h i s 
p a r t i c u l a r way. Figures f o r comparison derived i n the way which has been f u l l y 
e xplained i n e a r l i e r subsections, are: 
Ad hoc 0 . 7 8 
Unit O064 
Corporate 0 . 6 6 
The values of the above r a t i o s suggest t h a t while u n i t and corporate types of 
o r g a n i s a t i o n are s i m i l a r w i t h respect t o s e l f d e t e r m i n a t i o n of j o b , i n the ad 
hoc type of o r g a n i s a t i o n behaviours associated w i t h s e l f - d e t e r m i n a t i o n would 
occur more f r e q u e n t l y , compared w i t h t h e a f o r e s a i d two. 
" 7 » 4 » l » 1 0 o M o d i f i c a t i o n s at job take-over time 
Responses e l i c i t e d t o t h e question concerned w i t h whether or not m o d i f i c a -
t i o n s were made t o e i t h e r t h e e x i s t i n g job d e s c r i p t i o n ( f o r vacated p o s i t i o n s ) or 
t o the j o b s p e c i f i c a t i o n s ( f o r new p o s i t i o n s ) aire presented i n t h e table of 
Figure 7 . 2 8 . 
Type of o r g a n i s a t i o n • Frequency of response Row 
No Yes t o t a l s 
Ad hoc 56 . 30 8 6 
Unit 2 0 2 1 41 
Corporate 5 1 30 8 1 
Column t o t a l s 1 2 7 8 1 2 0 8 
Figure 7 . 2 8 : Responses i n d i c a t i n g whether or not the j o b d e s c r i p t i o n s 
or .job s p e c i f i c a t i o n s were modified at t h e time of new 
appointment 
The data of Figure 7 » 2 8 suggests t h a t o r g a n i s a t i o n types ad hoc and corporate 
behave s i m i l a r l y , and t h a t t h e p r o b a b i l i t y of m o d i f i c a t i o n of the type being 
discussed are around 0.36 i n each of these. On t h e other hand, f o r the u n i t 
type of o r g a n i s a t i o n the p r o b a b i l i t y of the event under di s c u s s i o n i s 0.51. 
7 « 4 » 2 . The process, t r i g g e r s and r a t i o n a l e of m o d i f i c a t i o n s 
I n t h i s s e c t i o n are presented a unique set of r e s u l t s which helped the autho] 
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to define the c h a r a c t e r i s t i c s which should be possessed by any managerial job 
design methodology. The basic data discussed i n the subsection here often 
involved the construction of integrative models which have helped to explicate 
the various phenomena under study. 
7 » 4 < > 2 o l o Antecedents» techniques and outcomes of job modifications 
The table of Figure 7 « 2 9 presents the c l a s s i f i c a t i o n of the responses (only 
those which were stated at l e a s t four times) given to the request for statements 
describing the Reasons for job modification. The table i s compiled such that the 
most frequently mentioned construct, ranked f i r s t , i s given at the top of the 
table and the l e a s t frequently mentioned construct ranked 18th, i s at the bottom. 
Ref. 
No. Construct 
Frequency 
of 
mention 
1 % frequency 
(with r e s -
pect to no. 
of responses) 
Cumula-
t i v e % 
f r e -
quency 
Rank 
11 U t i l i s a t i o n of personal potential 60 13% 13% 1 
2 Contribution to organisational pur-
pose 57 '12% 25% 2 
12 Reaction produced by business envi-
ronment changes 48 10% 35% 3 
1 5 To improve work coverage 38 8% h3% 4 
1 To increase job s a t i s f a c t i o n 37 8% 51% 5 
17 To r e f l e c t changes i n the output 
demanded for job holder by others 35 1% 58% 6 
6 Following changes i n other depart-
ments 31 6% 6k% 7 
7 Following the departure of a c o l -
league who was not to be replaced 2 4 5% 69% 8 
10 To improve the match between job hol-
der managerial s t y l e and the job 21 k% 73% 9 
4 The a r r i v a l of a new boss 21 k% 77% 10 
18 To r e f l e c t changes i n the inputs 
needed by job holder from others 19 h% 81% 11 
1 3 To produce an equitable job load 
among s t a f f members 19 k% 85% 12 
9 To make formal work a c t i v i t y which 
was informal before 19 k% 89% 13 
5 The a r r i v a l of a new subordinate 1 5 3% 92% 1 4 
1 4 To reduce overlap i n duties 13 3% 95% 1 5 
1 6 To produce equitable remuneration 11 2% 97% 1 6 
3 The a r r i v a l of a new work colleague 6 1% 98% 17 
8 Following the departure of a subordi-
nate who was not to be replaced 4 1% 99% 18 
Figure 7 ° 29: Responses indicating reasons for job modifications 
Altogether 478 responses are included i n Table 7.29. 
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The Figure 7 ° 3 0 introduces a model d e r i v e d from t h e data of Figure 7«29<> 
Change:- Slow 
1 2 Reaction t o changes 
i n business e n v i -
ronment 3 
1 7 To r e f l e c t changes 
i n outputs demanded 
from j o b holder 6 
6 Following changes 
i n outside depts. 7 
18 To r e f l e c t changes 
i n i n p u t s needed by 
job holder 1 1 
9 To make form a l work 
a c t i v i t y , which was 
i n f o r m a l before 1 3 
Events 
Change:= Abrupt 
7 Departure of c o l -
league who was 
not t o be replaced 8 
4 A r r i v a l of a new 
boss 
1C 
5 A r r i v a l of new sub-
ordinates 1 4 
3 A r r i v a l of new work 
colleagues 1 7 
8 Departure of subor-
d i n a t e who was not 
t o be replaced 18 
Techniques 
1 5 
1 0 
1 3 
1 4 
16 
Adjustment of 
work coverage 
E f f e c t i n g the 
match between 
job and job 
holder s t y l e 
Job l o a d e q u i t y 
Adjustment i n 
work coverage 
Remuneration 
e q u i t y 
4 
12 
1 5 
1 6 
Goals 
11 U t i l i s a t i o n 
of personal 
p o t e n t i a l 1 
2 C o n t r i b u t i o n 
t o organisa-
t i o n a l pur-
pose 2 
1 Job s a t i s -
f a c t i o n 5 
Note: For each construct the numbers t o t h e 
l e f t and r i g h t are t h e reference number 
and rank, according t o frequency of 
mention r e s p e c t i v e l y . Both these 
numbers are also shown i n Figure 7 ° 3 0 " 
Figure 7»30: Job m o d i f i c a t i o n s process model, based on 
Reasons f o r m o d i f i c a t i o n s 
Having presented t h e d e r i v e d Model of the j o b m o d i f i c a t i o n process, t h e 
reasons mentioned by t h e respondents l e s s than f o u r times and t h e r e f o r e not 
covered i n the t a b l e of Figure 7 = 3 0 w i l l be presented and attempt made t o c l a s s i f y 
the u n d e r l y i n g c o n s t r u c t s i n accordance w i t h t h e above model. 
= Increased j o b o p p o r t u n i t y - outcomes ( l e a d i n g t o the job s a t i s f a c t i o n goal 
- Reduction i n management h i e r a r c h y - technique 
- Improvement i n business communications - technique 
- Combining of two ( o r more) p o s i t i o n s - technique 
- B r i n g i n g t o g e t h e r of congruent a c t i v i t i e s - technique 
634. 
- R e o r g a n i s a t i o n / i i i t e g r a t i o n / c e n t r a l i s a t i o n - technique 
j - Business growth - event - slow change 
- S e t t i n g up of new department - event abrupt change 
The t h r e e statements, w r i t t e n by respondents, vaguely d e p i c t i n g goals, but which 
t h e author h e s i t a t e s t o c l a s s i f y are: 
- To improve o v e r a l l e f f i c i e n c y 
- To improve awareness of corporate s e l l i n g 
- Development 
The d i s c u s s i o n o f the data denoting Reasons f o r Job M o d i f i c a t i o n so f a r has d i s -
regarded the f a c t t h a t the data o r i g i n a t e s from t h r e e d i s t i n c t types of organisa-
t i o n s o Some comparisons between types of o r g a n i s a t i o n f o r t h i s data w i l l now be 
presentedo 
Four between o r g a n i s a t i o n type comparison based on t h e f o u r components of 
the model of Figure 7»31 are t o be discussed. The method of comparison, i n each 
case, i s based on frequency r a t i o s ; t h e method being t h e same i n each case, t h e 
d e r i v a t i o n f o r only t h e f i r s t comparison w i l l be f u l l y explained. 
A n a l y s i s o f 'goals' f o r o r g a n i s a t i o n type 
Figure 7«31 presents t h e data on reasons f o r j o b m o d i f i c a t i o n f o r t h e t h r e e 
c o n s t r u c t s comprising the 'goals' component i n the job m o d i f i c a t i o n process model. 
Organisation type Frequency of construct mention 
No. of respondents 
i n t y p e of o r g a n i -
s a t i o n 
Ad hoc 14 + 14 + 18 = 46 41 
U n i t 9 + 15 + 14 = 33 25 
Corporate L4 + 28 + 28 = 70 52 
T o t a l 154 118 
Figure 7.31: Decomposition of 'goals' responses by o r g a n i s a t i o n type 
The comparison r a t i o s f o r the t h r e e types of o r g a n i s a t i o n are: 
Ad hoc 46/41 = 1.12 
U n i t 38/25 = 1 . 5 2 
Corporate 70/52 = 1.35 
These r a t i o s s i g n i f y i n g the reason f o r changes per m o d i f i e d j o b can be i n t e r p r e t e d 
as s i g n i f y i n g t h e importance placed on the goals f o r each type of o r g a n i s a t i o n . 
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I t thus i s the case that i n the un i t type of organisation, the l i k e l i h o o d of 
•goals' propelled change i s the highest; i n the corporate type of organisation 
i t i s the second highest and least i n the ad hoc type of organisation. 
Analysis of techniques' by organisation type 
The comparison r a t i o s f o r techniques by organisation type, calculated as 
explained above, are: 
Ad hoc O e 8 5 
Unit 1 . 1 6 
Corporate 0 „ 7 3 
Thus, while the l i k e l i h o o d of 'techniques' propelled modifications t o job, as 
i n the foregoing case of 'goals,' .is highest f o r the u n i t type of organisation, 
t h i s time the least l i k e l i h o o d i s associated with the corporate type; the ad hoc 
type now f a l l s between the unit and corporate types whereas i n the foregoing i t 
was the one to which the least l i k e l i h o o d was attached. 
Analysis of 'change - slow* by organisation type 
The comparison r a t i o s i n t h i s case are: 
Ad hoc 1 . 1 2 
Unit l o ^ S 
Corporate 1 . 3 3 
Analysis of 'change - events* by organisation type 
The comparison rat i o s now are: 
Ad hoc 0 „ 7 1 
Unit 0 . 3 3 
Corporate O .46 
The above indices thus indicate i n the ad hoc type of organisation 'abrupt -
event based* changes are more l i k e l y than i n the other types of organisation; i n 
fa c t t h i s l i k e l i h o o d i s twice that f o r the same event i n the un i t type of organi-
sations. The l i k e l i h o o d of the above type of modification t o jobs f o r the 
corporate type of organisat ion f a l l s between the extremes set by the ad hoc and 
corporate types of organisations. 
The major conclusion from the data i n t h i s subsection i s : 
I . Given that the three measures on the q u a l i t y of the design of the job 
ranked 1 , 2 and among the reasons f o r job modification. 
(Note: The reasons ranked 3 and U were reaction to changes i n the business 
environment and adjustment of work coverage respectively. These have 
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been c l a s s i f i e d as event/cause and technique i n that order). 
2 . Given t h a t , the subject of job design has been defined, i n chapters 1 and 5> 
as that of engineering of the individual/organisation interface, 
the q u a l i t y of the design of the job could be regarded as a viable, operational 
concept f o r not only the s t a t i c (at one moment) measurement but also f o r the 
measurement of change at the individual/organisation interface* 
• 7 » 4 « 2 . 2 . Participants t o the process of job modification 
The table of Figure 7 * 3 2 gives the consolidated data on the responses f o r 
individuals taking part i n the modification t o jobs. The set of individuals 
taking part i n the modification of a job could be categorised as: 
- Job .holder 
-(Job hclder) role-set - t h i s category includes boss of job holder, 
his subordinates, colleagues and others 
task-related t o him 
- Job designers- those individuals not task-related t o the job holder, 
e.g. personnel department, consultants, etc. 
Job modified through the p a r t i c i p a t i o n of 
1 . Job holder alone 
2 „ Role set alone 
3 « Job designers alone 
4 ° Job holder + role set 
5 ° Job holder + job designers 
6 . Role set + job designers 
7 . Job holder + role set + job designers 
Frequency of occurrence 
Figure 7.32: A possible c l a s s i f i c a t i o n of the process of job 
modifications derived by focussing on participants t o 
the process 
For the purpose of analysing the above data by type of organisation, three of 
the seven above classes having a frequency of less than 5 each and between them 
having less than 8 cases, only the four classes having 8 or more cases each w i l l 
be discussed. 
Class 2 \mx\w 
Clas_s_6 | M y M \ ! \ l \ l I I 
X X X X X X \ \ j \ \ 1 
X X X X X \ \ \ N 
Mote 
X X X X X X \ \ \ \ X X \ \ X X X >< R \ k K 
6 3 7 = 
s 
• 
Ad hoc 
Unit 
Corporate 
Figure 7.33; Analysis by type of organisation of participant 
c l a s s i f i c a t i o n 
Figure 7 » 3 3 i s a diagrammatic representation of the participants c l a s s i f i c a -
t i o n , showing the detai l s of type of organisation contributing t o each class. 
Figure 7 ° 3 4 shows the computed likelihoods of the various classes of participants 
introducing modifications t o jobs w i t h i n the three types of organisations. Here 
the data suggests that none of the following categories: job holder alonej the 
job designer alone; and job holders and job designers together have any l i k e l i h o o d 
of modifying jobs i n the un i t type of organisation,. Their combined l i k e l i h o o d i s 
0 » l 6 i n the corporate type of organisation and the l i k e l i h o o d of t h i s happen-
ing, i n the ad hoc type of organisation, where i t i s the highest, i s 0 . 2 3 . 
Class of participants t o the 
process of job modification 
Likelihood of job being modified by the 
class of participant f o r each type of 
organisation 
Ad hoc Unit Corporate 
Role -set alone 0 . 0 6 0 . 0 4 0 . 1 3 
Role-set + job holder O .46 0 . 4 4 0 . 4 6 
Role-set + job designers 0 . 0 4 0 . 1 6 0 . 0 4 
Role-set + job holders + job 
designers 0 . 2 1 0 . 3 6 0 . 2 1 
Column t o t a l s 0 . 7 7 1 . 0 0 0 . 8 4 
Figure 7.34: Likelihood of modifications being introduced by 
various classes of participants 
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A generalised model of p a r t i c i p a t i o n t o the .job modification process 
I n conclusion, the data on participants t o the job modification process 
suggests that there are three classes of possible participants. The diagram 
of Figure 7"35 shows the generalised model of job modification process from the 
p a r t i c i p a t i o n perspective. 
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Diagram A; Of the t o t a l 117 inciden-
ces of job design, 
- 18 ( 1 1 + 4 + 3 ) undertaken by either 
job holder or job designer or 
role-set 
- 68 (59+8+1) undertaken through 
combined action between (job h o i -
der + job designer) or (job h o l -
der + role-set) or (job designer 
+ role-set) 
- 3 1 undertaken through the p a r t i c i -
pation of a l l 1 ^/7three ( i c e , 
job holder + j o t // designer + 
role-set) 
Diagram B; Role-set p a r t i c i p a t i o n 
(Role-set alone) «<> .0 <>• 
Role-set + job designer 00 
Role-set + job holder »<> »» 
Role-set + job holder + job 
designer •>« .0 
1 1 
8 
59 
3 1 ) 
Diagram C: Job designer p a r t i c i p a t i o n Diagram D; Job holder p a r t i c i p a t i o n 
(Job designer alone 0 0 »« k 
Job designer + job holder 0 0 1 
Job designer + role-set 0 0 8 
Job designer + job holder + 
role-set) 0 0 <><, 0 0 3 1 ) 
(Job holder alone «<> 0 0 o . 3 
Job holder + job designer 1 
Job holder + role-set 0 0 o « 59 
Job holder + role-set + job 
designer <><. o « « . 3 1 ) 
Figure 7°35°. Part i c i p a t i o n t o the process of job design, a model f o r 
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7 o 4 " 2 » 3 o Influence exercised during the .job modification process 
I n the job modification process, as perhaps i n other processes, measures 
based on p a r t i c i p a t i o n alone may be i n s u f f i c i e n t ; the degree of influence 
exercised, absolute as w e l l as r e l a t i v e t o that exercised by others, rather than 
the act of p a r t i c i p a t i o n i t s e l f , could be regarded as a stronger measure. 
The table i n Figure 7<>36 presents the data on the degree of influence exer-
cised by various parties t o the job modification process. 
Type of Class of Degree of influence 
organisation i n d i v i d u a l (Frequency of mention) 
Lowest Highest 
1 2 3 4 5 
Ad hoc Job holders 5 3 4 6 1 3 
Role set 7 18 2 7 1 6 2 1 
Job designers 5 3 4 - = 
Unit Job holders 1 =. 5 4 7 
Role set 5 1 3 1 4 1 5 1 4 
Job designers 4 6 4 2 2 
Corporate Job holders 6 6 1 0 1 0 6 
Role set 1 0 18 2 0 1 4 2 4 
Job designers 1 0 1 1 2 3 
Figure 7.36; Responses on the degree of influences, consolidated f o r 
class of i n d i v i d u a l 
Note that the numbers i n the table are frequencies, e.g. along the second row 
under the column degree of influence t o be 4, the number 1 6 indicates that 
1 6 respondents from the ad hoc type of organisation indicated t h i s degree 
of influence f o r the members of the r o l e set. 
I n order t o get a f e e l f o r the d i f f e r e n t degrees of influence exercised by 
the various classes of individuals as w e l l as t o be able t o compare t h i s exercise 
of influence between organisation types a s t a t i s t i c was computed f o r each class 
of i n d i v i d u a l w i t h i n each organisation type. This computation of the comparison 
s t a t i s t i c involved the summation of, the products of frequency times the degree 
of influence f o r that frequency. To explain t h i s , f o r the job holders i n the 
ad hoc type of organisation the influence s t a t i s t i c i s ; 
( 5 x 1 ) + ( 3 x 2 ) + ( 4 x 3 ) + ( 6 x 4 ) + ( 1 3 x 5 ) = 1 1 2 
The corresponding figures w i t h i n the ad hoc type of organisation f o r the role set 
and job designers i s 2 9 3 and 2 3 . The t o t a l of these three numbers i s 4 2 8 . This 
i s the gross group influence as measured on the provided scale. 
" 6 4 1 o 
The d i v i s i o n of each of the numbers comprising t h i s t o t a l , produces a comparison 
r a t i o . The comparison s t a t i c m u l t i p l i e d by 1 0 0 , produces the percentage d i s t r i -
bution of influence and t h i s i s used here as a comparison s t a t i s t i c . 
The table of Figure 7 ° 3 7 presents the influence comparison s t a t i s t i c s f o r 
the three types of organisation and the three classes of individuals. 
Type of 
organisation 
1 
Influence s t a t i s t i c f o r classes of individuals 
Job holder Role -set Job designers 
Ad hoc 2 6 $ 6B% 5% 
Unit 2\% 1U% 
Corporate 29% 51% 1U% 
Figure 7.37: Comparison of influence exercised by d i f f e r e n t 
classes of individuals i n the d i f f e r e n t types of 
organisation 
While the differences obtaining i n the d i s t r i b u t i o n of influence, shown i n 
Figure 7 ° 3 8 , are not gross, the tendency indicated by the data shows that whereas 
i n the ad hoc type of organisation the influence s p l i t between role-set and job 
designers i s 6 8 t o 5> i n the case of corporate type of organisation t h i s s p l i t 
becomes 5 7 t o 1 4 « Similarly, while the influence s p l i t between job holders and 
job designers i n the unit type of organisation i s 2 1 t o 1 4 i n the corporate type 
of organisation t h i s s p l i t i s 2 9 t o 1 4 . 
The concept of gross group influence was used while explaining the deriva-
t i o n of the comparison s t a t i s t i c used i n the foregoing paragraph. This gross 
group influence w i l l now be used t o compute the index of influence per job f o r 
the three types of organisations. The index of influence per job i s , simply, 
computed by dividing the gross group influence by the number of respondents i n 
t h a t group. For the ad hoc type of organisation the index of influence per job 
would, therefore, be 4 2 8 / 4 1 = 1 0 . 4 4 » For the three types of organisation the 
index of influence per job i s : 
Ad hoc = 1 0 . 4 4 
Unit = 1 3 . 0 4 
Corporate = 7 . 8 3 
Thus, data indicates that the highest amount of influence per job i s exercised i n 
the unit type of organisation and the least i n the corporate type. Note that the 
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data given i n the table of Figure 7 ° 3 8 , f o r the reason of d i f f e r i n g amounts of 
influence per job i n the three types of organisations, should be interpreted only 
specific t o organisation type. For example, job designers i n both u n i t and 
corporate type of organisations exercise 1 4 $ influence, but t h i s 1 4 $ i s of 13 ->04 
and 7<>83 i n the two cases. 
7 < > 4 ° 2 . 4 ° I n i t i a t i o n of the job modification process 
The- table of Figure 7 « 3 8 presents the data on class of i n d i v i d u a l responsi-
ble f o r i n i t i a t i n g modifications t o jobs. This data thus shows that job design-
ers do not i n i t i a t e job modifications i n ad hoc type of organisation; job 
designers, on the other hand, do i n i t i a t e modification t o jobs, with about equal 
l i k e l i h o o d (at 1 2 $ ) i n both the un i t and corporate type of organisations. 
Class of in d i v i d u a l Ad hoc Unit Corporate 
Job holder 1 1 8 8 
Role-set aggregate 
of (boss's boss 
which(bpss 
(others (subordinates, 
( colleagues, etc.) 
2 6 
( 9 ) 
( 1 7 ) 
(- ) 
( 4 ) 
( 1 0 ) 
(-) 
3 4 
( 1 4 ) 
( 1 9 ) 
( 1 ) 
Job designers - 3 6 
Figure 7.38: A c l a s s i f i c a t i o n of the i n i t i a t o r s of job 
modification 
Job incumbent i n i t i a t e d modifications t o jobs are more, and equally so (at 
around 3 0 $ ) , l i k e l y i n the ad hoc and unit types of organisation, as compared 
to corporate type of organisation where the l i k e l i h o o d of t h i s happening i s 
around 1 7 $ of a l l job modifications. 
7 . 4 o 2 . 5 o Desired degree of influence and i t s concommitants 
From the job holder perspective, as to who actually initiated the modifica-
t i o n , who actually participated i n the modification process and the degree of 
influence i n fact exercised by the participants may bedifferent from what he 
considers desirable. The respondents were, therefore, asked whether with 
respect t o these three perspectives of the modifications, 
would have preferred the conduct of the process t o be any d i f f e r e n t . 
The responses t o these queries are presented i n the table of Figure 3 « 3 9 » 
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The descriptions of how the respondents would have preferred the job modifi-
cation process t o have been conducted, i n summary form, are: 
1 . At boss changeover time, the new boss wishing t o introduce modifications 
should consult the outgoing boss, before actually undertaking modifications 
Type of 
organisation 
I n i t i a t i o n P a r t i c i p a t i o n Relative influence 
•KJ DK V i\IU Xet> T-\ rr Ul\ i\JO - i v _ _ DK 
Ad hoc 3 6 4 1 28 1 0 3 3 2 8 1 2 
Unit 2 1 2 2 1 4 7 3 1 3 7 5 
Corporate 4 0 2 1 0 3 4 7 1 1 3 2 8 1 2 
Figure 7.39: Responses to queries on whether the process of modification 
should have been d i f f e r e n t l y conducted 
2 . Before modifications are introduced to jobs, past incumbents of positions 
being considered f o r modifications should, whenever possible, be consulted. 
3 « Even non-job-related peers of the position incumbent whose job i s being con-
sidered f o r modifications should be consulted before modifications are 
introduced. 
4 » Greater involvement, and influence, f o r the job related role-set other than 
• boss and boss's boss, i . e . of inputs, providers and takers of outputs. 
5 « Greater involvement of external task s p e c i a l i s t s , as opposed t o organisa-
t i o n a l s p e c i a l i s t s , i n determining the type and degree of modification t o be 
introduced. 
(Note: Nine of the respondents enumerated designated positions*, e.g. regional 
•manager, dir e c t o r , marketing director, etc., i n which case i t was not 
possible to deduce the relationships of these designated individuals t o 
the incumbent/respondent himself). 
7 « 4 » 2 . 6 . The effects on surrounding jobs of introducing modifications to a .job 
The respondents were posited a leading question on whether other jobs were 
affected as a consequence of the introduction of modifications t o t h e i r own jobs 
I f t h e i r response to t h i s item was tyes t, i . e . other jobs were affected, they 
were then asked t o describe the class of jobs affected, the number of jobs i n 
each class and, with respect t o these l a t t e r jobs, whether these changes were 
given o f f i c i a l recognition. 
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The hon-Yesf responses are presented, i n Figure 7 » 4 0 . From the evidence 
Organisation 
type 
Response type 
No DK Mot responded 
Ad hoc 4 1 = 
Unit 5 1 = 
Corporate 13 3 2 
Figure 7.40; The 'Non-yesy responses t o whether other .jobs were 
affected 
of t h i s data i t could be suggested that when a job i s modified the p r o b a b i l i t y 
t h a t other jobs are affected may be as high as 81$. On the other hand, a 
d e f i n i t e Yes ' response was given by only 89 respondents which constitutes 75% 
of the sample. 
For the Yes responses, the diagram of Figure 7 « 4 2 presents a data analysis 
model. 
Frequency 
(with which 
the defined 
class of 
jobs were 
affected by 
modifica-
ti o n s to 
the incum-
bent *s own 
j o b ) . 
Reported cases 
(Number of 
cases i n which 
the number of -
jobs affected 
reported by 
respondent). 
C. Unreported 
cases (Number 
of cases i n 
which the 
number of jobs 
affected not 
reported by 
respondent) 
Number of 
jobs affecte 
E. Number of affected jobs 
f o r which job descrip-
ti o n s were subsequently 
modified 
F. Number of affected jobs 
f o r job descriptions 
remained unchanged 
G. Number of affected jobs 
f o r which i t i s not 
known whether or not 
job descriptions were 
modified 
Figure 7.41; A model f o r analysing data on effect on other jobs 
of modifying a .job 
With respect t o the model of Figure 7«41> f o r the number given i n posit i o n A, 
the computation of percentage using 89 (the number of cases who reported other 
jobs to be affected) as the denominator could be regarded as s i g n i f y i n g the l i k e -
lihood of jobs of that class being affected, given that modifications have taken 
place; s i m i l a r l y a percentage computed using 118 (the t o t a l number i n the sample) 
could be regarded as s i g n i f y i n g the l i k e l i h o o d of any effect on jobs of that clas 
645 . 
( i ) Jobs at the l e v e l of boss's boss 
8 
• 4 
0 
- 4 
( i i ) Jobs at the l e v e l of boss 
-29 3 1 
3 4 
( i i i ) Jobs at the l e v e l of subordinates 
, 63 3 5 9 ' 
6 9 - < 
\ - 6 
( i v ) The jobs held by colleagues (supplying inputs) 
135 
2 1 2/+4 3< 
(v) The job held by colleague (receiving outputs) 
- 3 6 
27' 
17 
- 1 0 
104 
( v i ) The jobs i n relationships other than the above 
/ - 47 
0 
•64 
/ - 2 0 1 1 1 
2 3 - / 23\-
PI 
P2 
I 
PI 
P2 
I 
PI 
P2 
I 
1.33 
29$ 
1 .07 
78$ 
58$ 
5 . 7 
PI = 39% 
P2 - 3 0 $ 
I = 1 1 . 6 2 
PI = 3 0 $ 
P2 » 23$ 
I = 6 . 1 2 
PI = 26$ 
P2 = 19$ 
I = 5 . 5 5 
Figure 7.42: Analysis of data on the effects on other .jobs 
of modifications t o a given .job 
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Again with respect t o the model of Figure 7 « 4 1 > the number given i n position 
D divided by the number i n positi o n B, could be regarded as an index, which 
correlates with and therefore i s a surrogate of the number of jobs, of the fo c a l 
class, which, on an average, might be expected t o be affected. 
The Figure 7 « 4 2 presents the analysis of data according t o the model d i s -
cussed above f o r s i x classes of jobs reported as being affected by modifications 
t o the respondent's own jobs. I n t h i s figure the percentages computed with 89 
and 118 as the denominator are labelled PI and P2 respectively. The index, d i s -
cussed above, i s labelled I . 
From t h i s analysis of the data, a surprising r e s u l t t o emerge i s that inputs 
supplying jobs'are twice as l i k e l y t o be affected as the output receiving jobs. 
And t h i s evidence should be judged i n the l i g h t of evidence from the survey, 
reported i n Chapter 6 , which suggested a disproportionate concern f o r outputs 
compared t o inputs i n w r i t t e n job descriptions. The other unexpected i n d i c a t i o n 
from the current data i s that more jobs at the l e v e l of boss's boss are l i k e l y 
t o be affected than jobs at the l e v e l of the boss. 
From the evidence i n t h i s data, i t could also be said i f a managerial job 
i s modified, there i s nearly 80$ l i k e l i h o o d that the subordinate's job w i l l get 
modified; but i f a managerial job i s being considered f o r modification then the 
l i k e l i h o o d i s around 
7 . 4 . 2 o 7 . Appraisal of various aspects of goals and resource a v a i l a b i l i t y during 
the modification process 
The data on 'non-yes' responses to the query concerned with whether or not, 
during the job modification process, aspects of goals were reappraised, i s given 
i n Figure 7 « 4 3 « 
/ Ad hoc 1 9 / 4 1 = 0 » 4 6 
Aspects of goals / 
not reappraised {- Unit 1 4 - / 2 5 = 0 . 5 6 
\ — Corporate 2 1 / 5 2 = 0 . 4 0 
Figure 7*43: TNon yes' responses, on whether aspects of 
goals were reappraised 
The l i k e l i h o o d of non-appraisal, suggested by data, i s then the highest f o r 
the u n i t type of organisation and the least f o r the corporate type, the ad hoc 
6 4 7 . 
type of organisation f a l l s between the extreme set by the unit and corporate 
types . 
For those with a Yes response, the table i n Figure 7 » 4 4 gives the freque-
ncy with which, members of each organisation type indicated, the various perspec-
t i v e s on goals were subjected t o reappraisal as part of the job modification 
process. Overall, from t h i s data, the computation of Bayesoan type of p r o b a b i l i -
t i e s indicates no divergence i n the performance of the three types of organisa-
t i o n . However, computation of p r o b a b i l i t i e s based on o r i g i n a l sample size 
would indicate differences i n performance by organisation type. 
Aspect of goal Frequency of reappraisal by organisation type 
Ad hoc Unit Corporate 
1 . Relevance of goals t o job 
holder 1 7 6 2 2 
2 . Relevance of goals t o the 
dept. of job holder 1 9 7 1 8 
3 . Relevance of goals t o 
organisation 2 0 9 2 0 
4 . The c l a r i t y of goals 1 0 6 1 6 
5 o Relative importance of goals 1 3 7 1 6 
6 . Degree of a c h i e v a b i l i t y 
of goals 1 0 8 2 1 
7 c The t r a i n i n g necessary- i n 
order f o r the job holder 
t o achieve the goals 8 8 2 1 
Figure 7.44: Data on aspects of goals subjected to reappraisal during 
job modifications 
7 o 4 « 3 » ' The primitives of job modification 
I n t h i s section are presented the data and report made on results from the 
descriptions of effected modifications t o respondent jobs. Thus, while i n 
Section 7 » 4 . 2 , focus was on the process of change, i n t h i s section the substantive 
element of change i s being concentrated upon. 
The changes introduced by modification may be viewed as; 
1 . Intended or desired 
2 . Concommitant, or side effects of change 
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The above used l a b e l 'concommitant' by no means implies that these w i l l always 
be unfavourable or unpleasant j some i n fact may even be more be n e f i c i a l t o those 
affected by them. Either type of change, f o r the purpose at hand, w i l l be 
treated s i m i l a r l y . 
To describe the substantive changes i n t h e i r jobs the respondents were 
provided with a l i s t of 5 4 primitives with a seven point scale attached t o each. 
The mid-point of these scales was marked and the extremities marked with + 3 and 
- 3 respectively. These scales, f o r measuring and describing changes along p r i m i -
t i v e s w i l l henceforth be referred t o as the 'primi t i v e scales'. Alongside each 
pri m i t i v e scale were three other scales each marked with the t i t l e of one of the 
measures of the qu a l i t y of the design of the job. Henceforth, the term measures 
w i l l be used i n references t o these measures of the q u a l i t y of the design of the 
job. I n the l i k e fashion, when reference t o a p a r t i c u l a r measure (of the three) 
i s necessary, t h i s w i l l be done by. using the referencing system as follows: 
Measure 1: Contribution t o organisation purpose 
Measure 2: U t i l i s a t i o n of personal p o t e n t i a l 
Measure 3' Job s a t i s f a c t i o n 
For each pri m i t i v e i n t u r n the respondents were asked, as a f i r s t step, to 
decide whether or not they would choose t o describe the modifications that t h e i r 
job had undergone i n terms of that p r i m i t i v e . The basis of choice was the i m p l i -
c a t i o n of changes i n the job along the pri m i t i v e producing changes along any of 
the measures. The respondents thus described along the primitives only the 
effected changes; the descriptions along the measures were the perceived effects 
of the effected changes. 
Data analysis model 
For each p r i m i t i v e the data, as explained i n the foregoing, was i n three 
parts: modifications along the p r i m i t i v e depicting charges on each of the three 
v measures. For each of these three parts, the data analysis framework constituted 
a 7 x 7 matrix as shown i n the diagram of Figure 7 » 4 5 « 
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Changes along any measure ( l , 2 or 3 ) 
- 3 ~ 2 - 1 0 1 2 3 
CD 
1 ft 
0) 
0 
to 
H 
CO 
=3 
Figure 7.45; Model f o r analysing the data on substantive changes 
The v e r t i c a l axis i n the model of Figure 7 » 4 5 denotes changes i n the 
p r i m i t i v e and along the horizontal axis would be represented the changes 
induced i n measure of job being considered, i . e . measure 1 , 2 or 3 » 
I n the discussion t o follow, reference t o elements of the model w i l l be i n 
two ways: 
l o To any one of the 4 9 c e l l s . This w i l l be done by making reference to the 
scale points. For example the c e l l i n the second row and i n the t h i r d 
p osition w i l l be referred t o as the ( ~ 2 , - l ) c e l l . 
2 . The areas shown by the g r i d superimposed on the matrix, comprising of 
contiguous c e l l s i n d i f f e r e n t locations of the matrix. These w i l l be 
referenced by the l e t t e r s drawn w i t h i n these areas. 
An example may help explain the notation. Suppose the pr i m i t i v e under d i s -
cussion were stress. Three matrices of the type shown i n Figure 7 « 4 5 would be 
needed f o r the type of analysis envisaged: the three would be used t o analyse 
the effects of change i n stress (increased, decreased, or not affected during 
job modification) on the three measures. Focusing on one of these three, suppos 
the c e l l ( - 2 , l ) contained the number P. The number P would indicate that P 
respondents described the modifications t o t h e i r jobs t o have introduced a 
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reduction i n stress of 2 units which i n t u r n produced one u n i t of change along 
the p a r t i c u l a r measure being considered. 
Respondents* use of provided scales 
While change measurable on the pr i m i t i v e producing no effect on the meas-
ures may be more rea d i l y understandable, the matter put the other way round, 
i . e . no change along the p r i m i t i v e producing an effect may require explaining. 
At the very basic l e v e l the study reported here i s concerned with descrip-
t i o n s of the t r a n s l a t i o n (moving) of a job from one state t o another. Concep-
t u a l l y , both the states could be described i n terms of configuration characteri-
s t i c s . Given t h i s conceptualisation i t follows that the changes must have been 
affected by one, or more, of the following methods:' 
1. Reinforcement on some (or a l l ) characteristics. 
2 . Reduction i n the loading on some (or a l l ) characteristics. 
3 « The addition of some new characteristics. 
4 « The elimination of some previously included characteristics. 
The diagram of Figure 7 . 4 ° depicts the outcomes of t r a n s l a t i o n . I n t h i s 
diagram are shoivn two states which the job, i n the dynamics of change i n the 
organisational context, could p o t e n t i a l l y have acquired. Also shown i s the 
o r i g i n a l (before modification) configuration and the new, post-modification, 
configuration. The configurations associated with the two p o t e n t i a l states 
could be viewed as representing the outcomes desired, one by the job holder and 
the other by the organisation. I I 
| Potential change 1 | 
Original configuration 
Changed configuratxon 
Potential change 2 i 
Figure 7.46: 
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Going back t o the model presented i n Figure 7»4o> the row containing the 
c e l l s (0, - 3 ) , (0 , -2 ) . . . . (0, 3 ) , following the discussion i n the foregoing 
paragraph, could be interpreted as depicting either some desired state which 
the job holder was not able t o contrive or some state which the job holder 
was able successfully t o avoid. An example, by way of explanation, might help 
i n c l a r i f i c a t i o n . 
I n terms of the e a r l i e r discussed p r i m i t i v e - stress - the i n t e r p r e t a t i o n 
of a response of (0, 2) would be that had stress been reduced there might have 
been a reduction on whichever measure were under discussion. S i m i l a r l y a res-
ponse of (0, - 2 ) would suggest that the respondent had desired a reduction i n 
stress but his desire had not been f u l f i l l e d . 
The above discussion follows from interviews with several respondents. 
And although the examples have been made with reference t o one pr i m i t i v e -
stress - the explanation i s applicable t o a l l the primitives used i n the study. 
Interpretations from the analysis model 
With reference t o Figure 7»45> an in t e r p r e t a t i v e framework f o r areas D and 
F has been provided under the preceding heading; responses i n these areas i n d i -
cate either desired but not achieved states (area D), or a successful holding-
o f f operation (area F). The area marked E containing only the (0, 0) c e l l 
i n d i c a t i n g no change on the p r i m i t i v e producing no change on the measures require 
no i n t e r p r e t a t i o n . 
Areas B and H represent various degrees of increases and decreases along 
the primitives but without these primary changes i n any way e l i c i t i n g change i n 
the measures. These areas are c r i t i c a l , f o r were a large number of responses t o 
f a l l i n these areas, especially where respondents indicate r e l a t i v e l y large 
changes along the p r i m i t i v e , a direc t implication would be that the chosen 
measures are unrelated t o the p r i m i t i v e f o r which measurement i s beirg attempted. 
Areas A and I are similar t o each other. These areas either show increases 
along the p r i m i t i v e r e s u l t i n g i n raises on the measures (area I ) , or the converse 
i. e . decreases along the p r i m i t i v e r e s u l t i n g i n decreases on the measures (area 
A). I n other words, for both these areas data would indicate a positive 
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correlation between the p r i m i t i v e and the measure. 
Areas C and G are bound i n a relationship similar, but "mirror image", t o 
the one binding A and I . The mirror image, i n t h i s instance, covers and i n d i c -
ates a negative correlation between the p r i m i t i v e and the measure: a ri s e on 
the p r i m i t i v e produces a lowering on the measure ( i n area G) and vice versa 
( i n area C)o 
Conceptual framework for comparisons between primitives 
Here are introduced f i v e concepts developed to f a c i l i t a t e comparisons 
between primitives,, The linkage between the concepts i s as shown i n the diagram 
of Figure 7«47« This diagram shows that the calculation of importance, unreci-
procation and form are derived d i r e c t l y from the data. Although the values f o r 
reciprocation were derived from the values of unreciporcation, t h i s derivation 
Importance 
Sensit i v i t y 
Unreciproca 
t i o n Reciprocation 
3» Form 
Figure lohlt Concepts f o r comparisons between primitives 
could have been undertaken d i r e c t l y from data. S e n s i t i v i t y i s derived from the 
computed values of importance and reciprocation. Before explaining the concepts 
an important note would be i n order. The association of these concepts t o the 
data i s t o be interpreted i n the following way: 
The importance of the p r i m i t i v e t o the measures, ( i . e . each of the 
three i n t u r n ) 
The unreciprocity of the p r i m i t i v e to the measures ( i . e . each of the 
three i n turn) etc. 
In the discussion to f o l l o w i t w i l l be assumed that f o r each pri m i t i v e data 
has been l a i d i n the form of matrices of the type shown i n Figure 7»4o« The 
f a c t that 118 respondents took part i n the study w i l l be used, wherever necessary 
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Importance of a pr i m i t i v e t o a measure i s computed, simply, by dividing the sum 
of a l l the frequencies, except that i n area E (or the (0, 0) c e l l ) , by the t o t a l 
number i n the sample (118 i n t h i s instance). The fig u r e thus computed r e f l e c t s 
the importance gained by the p r i m i t i v e , i n the course of modifications t o jobs, 
i n p r e c i p i t a t i n g changes on the p a r t i c u l a r measure under consideration. Thus 
computed, importancs xs an mdsxo 
Unreciprocation of a pr i m i t i v e t o a measure i s computed by dividing the sum of 
frequencies i n areas B and H, by the number of respondents i n the t o t a l study 
(118 i n t h i s case). The figure thus computed r e f l e c t s the degree by -which 
changes measurable on the pr i m i t i v e e l i c i t no response on the p a r t i c u l a r measure 
under consideration.. Computation along the suggested lines makes unreciprocation 
an index. 
Beciprocation i s the complement of unreciprocation as defined above. Reciproca-
t i o n of a p r i m i t i v e with respect t o a p a r t i c u l a r measure of job indicates the 
degree t o which the changes i n the p r i m i t i v e have the power t o influence changes 
on the p a r t i c u l a r measure being considered. Thus, reciprocation i s also an index, 
S e n s i t i v i t y i s defined as a product of the importance and reciprocation indices. 
Conceptually, a p r i m i t i v e may get low importance during modification but changes 
along t h i s p r i m i t i v e may evoke a great deal of change on the measures of job. 
The converse s i t u a t i o n , primitives receiving high importance but i n f a c t evoking 
l i t t l e , or no, change on the measures of job, i s equally plausible. The 
s e n s i t i v i t y concept, therefore, denotes the r e a l i t y of the relation s h i p of 
effect between the pr i m i t i v e and the measure more concretely than either the 
importance or the reciprocation concepts each on t h e i r own. 
Form i s another index but which consists of a doublet, i . e . two numbers which 
complement each other and together constitute a whole. To compute the form 
s t a t i s t i c (for a pr i m i t i v e on a measure), on one side are summed the frequencies 
i n Area. A and area I j on the other side are summed the frequencies i n areas C 
and G« The underlying frequencies being summed are, on the one side, those 
denoting a positive correlation, between the primitive and the measure, and on 
the other side those suggesting the rel a t i o n s h i p t o be a negative c o r r e l a t i o n . 
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The dublet denoting the indices of form i s then derived by, s i m i l a r l y , computing 
the percentage likelihoods of each event ( i . e . positive and negative correla-
t i o n ) a r i s i n g . 
Example computation of the comparison s t a t i s t i c s 
Here w i l l be presented actual examples of how the indices described are 
computedo 
Changes i n job s a t i s f a c t i o n p-
-3 -2 -1 0 
Changes 
i n 
stress 
=3 
=2 
-1 
0 
1 
2 
3 
2 
2 1 
3 1 3 1 2 X 2 
5 10 7 4 1 
2 3 4 6 14 12 
1 3 3 1 4 2 2 
Figure 7.48: Grid presentation of data 
Note: Primitive = stress; Measure = job s a t i s f a c t i o n 
Figure 7«4& presents data, on the relationship between stress and job 
sa t i s f a c t i o n , obtained i n the study being reported. Total number of respondents 
f o r the study = 118. The intermediate calculation, based on frequencies w i t h i n 
areas, are: 
Area 
A 
B 
C 
D 
E 
F 
G 
H 
I 
o e e e e * e o s e » o o o e * Q * o o 
O e o o « » o o e e » e e o 6 o » * o e 
e c e » e * e o f t e c * o o o o e e o o 
o o o o e e o e s e e o o o o e & o e e 
O O O B A t O O O O O O O O A O O O O O 
e o e * 6 o » 0 O 0 e e o o 6 o o e o 
> o » » 0 e « e o o o O 6 O O o » o o i 
Freauenc 
2 
21 
17 
46 
The computation of the comparison s t a t i s t i c s i s as follows. 
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Importance = Sum of frequencies jjui Areas (A t o D) and (F t o l ] | / l l 8 
= [ ( 7 + 1 + 7 + 0) + (2 + 21 + 17 + 46)]/118 
= 101/118 
= 0.86 
Unreciprocity = Sum of frequencies i n Areas B and H / l l 8 
= ( 1 + 17)/118 
= 0.15 
Reciprocity = 1 - Unreciprocity ~ 0.85 
S e n s i t i v i t y = Importance x Reciprocity 
= 0.86 x 0.85 
- 0„73 
Form, based on i . Positive Correlation 
Sum of frequencies [ i n Areas A + i ] = 7 + 4-6 = 53 
i i . Negative cor r e l a t i o n 
Sum of frequencies [ i n Areas C + G] = 7 + 21 28 
i i i . Total of the above two sums = 81. 
= (28 
^81' 8 1 ; 
= (35; 65 ) . 
The Results 
For presenting the results a method of referencing the primitives i s 
required. I n Figure 7«49 (on two pages) are given the primitives together with 
reference numbers t o be used f o r referencing. 
The table of Figure 7*50 presents the consolidated results f o r the importance 
s t a t i s t i c . The table shows that the primitives with reference numbers 29 and 
30 received, i n t h i s study of 118 jobs, the least importance, as indicated 
by t h e i r importance indices of less then 0.50. 
The table of Figure 7«51 presents the consolidated results f o r the recipro-
c i t y s t a t i s t i c . Note that primitives with reference numbers 16 and 27 have 
consistently low effect i n Measures 1 and 2 but affec t the job s a t i s f a c t i o n 
measure t o a considerably higher degree. 
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•D * w Questionnaire _ . ... 
Ref. No. ^ ., „ Primitive 
item No. 
1 2 6 ( i ) Quality and depth of interpersonal relationships 
2 2 5(ix) (Job holder) in t e r e s t i n parts of his job 
3 2 5 ( v i i i ) Fairness i n the demands made (on job holder) 
4 2 5 ( i i i ) Stress experienced (by job holder) i n doing his 
job 
5 2 5 ( i i ) (Job holder's) sense of job ownership 
6 2 5 ( i ) The l e v e l of confidence (the job holder) brings 
t o bear on his job 
7 23(xv) Conflict experienced 
8 2 3(vi) The pressure t o meet deadlines 
9 25(v) Opportunities f o r future promotion 
10 2 5(vi) Opportunities f o r learning and development 
11 ' 2 3(iv) S k i l l s required t o do the job 
12 2 2(vi) Resources available 
13 22(v) Number of subordinates 
14 24(v) Responsibility 
15 2 4(iv) Authority 
16 2 4 ( i ) Financial rewards 
17 23(x) Help from colleagues 
18 22(x) Confidential elements of job 
19 2 2 ( i ) Outputs: demand on q u a l i t y 
20 2 2 ( i i i ) Output: demand on quantity 
21 2 2 ( i i i ) Inputs available: q u a l i t y 
22 2 2(iv) Inputs available: quantity 
23 2 6 ( i i i ) Agreement with those due t o supply inputs of 
exactly what they w i l l supply 
24 2 6 ( i i ) Agreement with those due t o receive outputs 
of exactly what i s required 
25 2 5 ( v i i ) Opportunity t o help others 
26- 2 5(iv) Opportunity f o r others to examine your work 
27 24(x±v) Amount of uncertainty i n job 
Figure 7.49: Table of reference numbers for primitives 
(continued on next page) 
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Ref. No. Questionnaire item Mo. Primitive 
28 2 4 ( x i i i ) Amount of t r a v e l l i n g required 
29 2 4 ( x i i ) Degree of influence i n the appointment of 
colleagues 
30 24(xL) Choice i n working colleagues 
31 24 (x) Degree of influence i n the work of colleagues 
32 24 ( i x ) Degree of influence i n the work of subordinates 
33 2 4 ( v i i i ) Influence exercised i n the work of the boss 
34 2 4 ( v i i ) Necessary i n t e r a c t i o n with output role-set 
35 2 4(vi) Necessary i n t e r a c t i o n with input role-set 
36 2 4 ( i i i ) Technical knowledge required t o do the job 
37 2 4 ( i i ) Status of job 
38 ' 2 3 ( x i i i ) A c t i v i t i e s involved i n motivation of others 
39 2 3 ( x i i ) A c t i v i t i e s involved i n supervising the work of 
others 
40 2 3(xi) A c t i v i t i e s involved i n co-ordinating own 
a c t i v i t i e s with those of others 
41 23 ( i x ) Help received from colleagues 
42 2 3 ( v i i i ) Help received from subordinates 
43 2 3 ( v i i ) Help received from boss 
44 23 (v) Feedback on performance 
45 2 3(iv) S k i l l s required t o do the job 
46 2 3 ( i l l ) Choice i n the order of a c t i v i t i e s undertaken 
47 2 3(H) Choice i n the methods of doing work 
48 2 3 ( i ) Choice i n what work t o undertake 
49 2 2 ( x i i i ) Amount of non-routine work i n job 
50 2 2 ( x i i ) Interactions with individuals/groups outside 
organisation 
51 2 2(xi) Interactions with other departments w i t h i n 
own organisation 
52' 2 2(ix) Opportunity t o use judgement 
53 2 2 ( v i i i ) Generation and development of new ways of 
doing things 
54 2 2 ( v i i ) Representing the views of others 
Figure 7.49: Table of reference numbers f o r primitives (Contd.) 
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The table of Figure 7«52 presents the consolidated results f o r the sensi-
t i v i t y s t a t i s t i c . The results of t h i s s t a t i s t i c as presented i n Figure 7°52 
are i n ten class. I f these results are s p l i t on a high, medium and low scale 
where the f i r s t three classes shown were collapsed i n t o the new class 'low1 and 
the l a s t three comprised the class *high', then yet another form of comparison 
becomes possible. This new comparison i s based on finding the primitives which 
are consistently low i n t h e i r s e n s i t i v i t y across a l l three measures. Results 
of Figure 7«53 show the pr i m i t i v e s : 
1. RefoNo<>3: Fairness i n the demands made on the job holder 
2. Ref.No.7: Conflict experienced at work by job holder 
3 . Ref .Noel7: Rules and regulations governing conditions 
4» Ref.Mo.l8: Elements of the job co n f i d e n t i a l to job holder 
5« Ref.No.27: Amount of uncertainty i n job 
6. Ref.No.29: Influence exercised by job holder i n the appointments of 
his colleagues 
7. Ref.No.30: Choice offered by the job f o r the job holder t o pick 
his work colleagues 
8. Ref.No<>43: Help received by job holder from his boss 
to be consistently i n the low' class on a l l the three measures. I n a short 
while the case of these tLow' s e n s i t i v i t y primitives w i l l be taken up again. 
The Figure 7-53 presents the consolidated results of the form s t a t i s t i c s . 
From the f i r s t row of t h i s table, only 2 primitives are such as not t o have any 
negative c o r r e l a t i o n with respect t o a l l the three measures. Primitives with no 
negative corr e l a t i o n are: 
1. Ref.No.lO: Opportunity f o r learning and development 
2. Ref.No.31: Influence exercised by the job holder on the work of his 
colleague s 
The primitives f o r which the negative correlations are zero, on at least two 
measures, are eight as given below: 
1« Ref.No.2: Job holder in t e r e s t i n part of his job 
2. Ref.No.6: The l e v e l of confidence the job holder brings to his job 
3 . Ref.No.9: Opportunity f o r future promotions f o r the job holder 
4» Ref.No.18: Elements of the job confidential to job holder 
5. Ref.No.25: Opportunity offered by the job, f o r the job holders to help 
others 
6. Ref.No.29: Influence exercised by job holder i n the appointment of his 
colleagues 
7. Ref.No.33: Influence exercised by job holder on the work of his boss 
8. Ref.No»44: Feedback on performance received by job holder 
The primitives f o r which there was zero l i k e l i h o o d of negative c o r r e l a t i o n were 
the following: 
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1. Ref.No.14: The r e s p o n s i b i l i t y offered by the job t o the job holder 
2. Ref.No.30: Choice offered by the job f o r the job holder t o pick his 
work colleagues 
3» Ref.No.32: Influence exercised by the job holder on the work of 
his colleagues 
4« Ref.N0.37: The status of the job held by the job holder 
5« Ref.N0.38: The extent t o which the job holder i s involved i n 
motivating others 
6. Ref.No„39: The extent t o which the job holder i s involved i n 
supervising che work of others 
7. Ref.No.40: The extent t o which the job holder i s required t o co-ordinate 
his work with that of others 
8. Ref.No.45i The extent to which the job requires the job holder t o 
exercise s k i l l s 
9. Ref.No.50: The extent to which the job involves the job holder i n 
external contacts 
The other 35 primitives a l l had some l i k e l i h o o d of negative correlations. 
When discussing s e n s i t i v i t y ' i t was stated that some aspects of i t would be 
discussed l a t e r . Further discussion on s e n s i t i v i t y involves the cross-checking 
of the primitives.with low s e n s i t i v i t y against t h e i r form s t a t i s t i c . 
For the whole set of r e s u l t s on the table of Figure 7«53> the average l i k e -
lihood of negative correlations being 5"Si* i f the data on t h i s table i s reclass-
i f i e d i n such a way that a l l likelihoods of negative correlations are i n the 
'lower class' and the rest i n the Vpper class/ then the following picture 
emerges with respect to those primitives that had *low' s e n s i t i v i t y : 
15 of the likelihoods i n the 'upper7 negative correlation class, 
correspond with those primitives having low' s e n s i t i v i t y 
9 of the likelihoods i n the 'lower' negative correlations class, 
correspond with these primitives having a tLow' s e n s i t i v i t y 
On the other hand of the 162 t o t a l likelihoods on the table of Figure 7»54> while 
53 f e l l w i t h i n the 'upper'' negative correlation class, 
109 f e l l w i t h i n the 'lower' negative correlation class. 
From the above numbers comparative r a t i o s can be b u i l t ; the comparative r a t i o s 
and the interpretations attached to them are: 
= 0.08 = Likelihood of the j o i n t event £low s e n s i t i v i t y and low 
negative correlation component] 
T^ - = 0.28 = Likelihood of the j o i n t event [low s e n s i t i v i t y and high 
negative correlation component] 
The above results might suggest why, at least, some of pr i m i t i v e s , having low 
s e n s i t i v i t y did have these low values: i t would appear to be the case, that when 
66.'+. 
there i s lack of concordance or consensus on whether the loading on the primi-
t i v e i s negatively or p o s i t i v e l y correlated with the measures i t s s e n s i t i v i t y 
i n job modifications may be reduced. 
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7 .5 . Conclusions 
As way of recapitulation and summary the purpose of the study (as w e l l 
as of the subsidiary study) reported i n t h i s Chapter was: 
1. The data of the survey, reported i n Chapter 6, had led t o c l a s s i f i c a t i o n of 
organisations i n t o three classes. Using t h i s c l a s s i f i c a t i o n , the current 
study was an attempt t o contrast the types of organisation on a small 
number of variables having implications f o r job design. 
2. As i n s u f f i c i e n t information i s available i n l i t e r a t u r e , on how managerial 
jobs do i n fact come t o possess design characteristics, one of the primary 
aims of the study was the investigation of the job modification process. 
The concentration on the process of job modification was t o f a c i l i t a t e 
the author i n defining the characteristics that any methodology f o r job 
design would have t o possess. The focus was on the process. 
3 . The concept of qu a l i t y of the design of a job, the development of which i s 
reported i n Chapter 6, was t o be further and systematically investigated. 
This investigation involved researching the effects of variables known 
t o affect design of jobs on the measurement of the q u a l i t y of the design 
of the job. 
The data and results covering t h i s item have been presented at length, and i n a 
way speak f o r themselves. To the extent that the purpose of investigation i s 
learning and the purpose of learning i s t o be able t o apply the learning t o 
s it u a t i o n s which warrant some generalised conclusions, such- are now presented. The 
conclusions follow the order i n which the purposes have been stated. 
1. Balance control i n organisation 
I t may sound t r i t e t o say that organisations attempt to create a balance 
w i t h i n themselves. The attempts at deriving at these i n t e r n a l balances was 
investigated by anchoring the questionnaire items on respondents experience 
with respect to the time of his appointment t o the position. I t was found that 
the three types of organisation do i n fact d i f f e r , one from another, over the 
space of organisational variables investigated. 
Most of the comparisons were performed by deriving comparison indices. 
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Since i t was clearly the case that over a l l the comparisons no p a r t i c u l a r 
organisation had, or tended t o have the lowest or highest i n d i c e s , i t was cl e a r l y 
the case of organisations, w i t h i n types, attempting t o achieve a balance. 
The whole process could, thus, be depicted as shown i n the diagram of Figure 7« 55 
o ft 
o 
«H O 
O CO 
to U CD 
o 
i 1 
Variable 1 Variable 2 Variable 3 Variable n 
, Figixre 7.5/4.: Organisational attempt t o achieve a balance 
However, and as depicted i n Figure 7-54> more often than otherwise the greatest 
contrasts between organisation types involved the ad hoc type of organisation 
having the lower index. This would suggest that as f a r as job design i s con-
cerned t h e i r performance l e v e l i s lower than that of the other two types. 
Another way of looking at the data w i t h i n the contingency framework would 
be l i k e t h i s : I f an organisation which can be t y p i f i e d meets problems which the 
above c l a s s i f i c a t i o n suggests t o be linked t o i t s job design practices, then, 
e f f o r t could be made t o change the job design practices so as to a l l e v i a t e the 
problem. 
2. The process of .job modification 
The findings reported i n the process of job modification are of funda-
mental importance. I n f a c t , these are of so great importance that the whole 
of the next chapter, Chapter 8, i s based on the primary data. So only a b r i e f 
commentary w i l l be made here. 
One of the reassuring results of t h i s chapter, f o r the authcr, was the 
e l i c i t i n g of supportive evidence on his conceptualisation of the measures on 
t h e q u a l i t y of the design of the job as a substantive e n t i t y . The acceptance 
of the author's events, techniques and goals model leads t o the conclusion that 
the concept has acceptability f o r the purpose of use suggested. 
This data also supplied evidence t o suggest that single jobs, more often 
than not, cannot be designed i n i s o l a t i o n . More l i k e l y than not changes 
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e f f e c t e d i n one j o b w i l l have i m p l i c a t i o n s f o r other j o b s . 
The data of Chapter 6 had i n d i c a t e d t h a t j o b holders o p e r a t i o n a l i s e t h e i r 
own j o b s ; t h i s chapter leads t o t h e conclusion t h a t although t h i s may be so, 
t h e i n f l u e n c e o f the r o l e "set dominates - jobs cannot, by and l a r g e , be given 
s u b s t a n t i v e form by t h e job h o l d e r on h i s own. 
3<> Substantive elements i n the design o f jobs 
This p a r t of the data c l e a r l y r e f u t e s t h e bne-way ' type o f j o b l o a d i n g 
attempted by Herzbergo I t f u r t h e r provides evidence t o suggest the weakness 
of t h e Hackman and Oldham model, based on 13 p r i m i t i v e s , of which o n l y s i x are 
regarded by these researchers, as t h e p r e d i c t o r s o 
However, ' t h i s p a r t of t h e study also suggests t h a t one should be c a u t i o u s . 
The f i n d i n g s r e p o r t e d here are based on data from 118 jobs i n 9 o r g a n i s a t i o n s 
only. The comparison s t a t i s t i c s s u c c e s s f u l l y used here may be l i n k e d t o t h e 
i n d i v i d u a l s b u t , moreover, and perhaps even more s t r o n g l y , t h e values which 
came t o be assigned t o them may be a r e f l e c t i o n of t h e s t a t e of jobs. To 
e x p l a i n t h i s consider t h e p r i m i t i v e 'Fairness i n the demands made on j o b holder '. 
Now, i f t h e i n i t i a l s t a t e of t h e jobs were such t h a t t h e r e was a great deal of 
f a i r n e s s even p r i o r t o m o d i f i c a t i o n being introduced t h i s i s h i g h l y probably t h e 
reason f o r i t s low s e n s i t i v i t y s t a t i s t i c . I n another o r g a n i s a t i o n , t h e presence 
of u n f a i r n e s s could l e a d t o h i g h e r values f o r s e n s i t i v i t y . And f a i r n e s s t o one 
v a r i a b l e which w i l l be discussed again i n Chapter 11. O v e r a l l then, i f jobs 
are being analysed f o r redesign, i t could be suggested t h a t even p r i m i t i v e s 
w i t h low values on the comparison s t a t i s t i c should be t e s t e d and evaluated. 
F u r t h e r i n g the research 
While f o r t h e survey r e p o r t e d i n Chapter 6 , the author's primary guide was 
l i t e r a t u r e , the study r e p o r t e d i n t h i s chapter was guided both by the l i t e r a t u r e 
and by t h e r e s u l t s of the survey. The r e s u l t s of these two s t u d i e s , w i t h 
secondary evidence from l i t e r a t u r e , went i n t o the d e f i n i t i o n of the c h a r a c t e r i -
s t i c s of a managerial job design methodology t o which t h e whole of Chapter 8, 
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t h e next chapter, i s devoted. 
These s t u d i e s , t h e r e f o r e , not o n l y s u p p l i e d supportive evidence f o r 
t h e author's o r i g i n a l t h i n k i n g but also developed and extended t h e l i n e s of 
thought o r i g i n a l l y envisaged but h a z i l y h e l d . 
1, A < > 
1 
* Chapter 8. 
Ms-
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CHAPTER 8 
ANALYSIS AND SYNTHESIS OF JOBS; 
METHODOLOGICAL AND APPLICATION CONSIDERATIONS 
I n t h i s chapter, b u i l d i n g on the l i t e r a t u r e discussed i n Chapters 1-5 
and the studies reported i n Chapters 6 and 7 > are presented the author's 
c o n c e p t u a l i s a t i o n of a p p l i c a t i o n c o n s i d e r a t i o n s . The chapter s t a r t s w i t h the 
d e l i n e a t i o n of operating c h a r a c t e r i s t i c s t h a t the job design methodology would 
have t o possess. The 'would have t o possess 5 element i s d e f i n e d at t h r e e l e v e l s 
Primary, A d d i t i o n a l and Preference enhancing. 
The d e f i n i n g of these c h a r a c t e r i s t i c s , and i n some measure as a consequence 
of t h e i r d e f i n i t i o n , leads t o t h e p o s t u l a t i o n on how the j o b design could 
p r a c t i c a l l y be conducted. The u n i t s of the j o b design process are discussed i n 
connection w i t h a p p l i e d j o b design. From a t h e o r e t i c a l viewpoint t h e concept of 
f u n i t s ' has immediate relevance t o jo b design a p p l i c a t i o n s 0 
The d i s c u s s i o n on ' u n i t s ' leads t o a di s c u s s i o n of how job design could be 
undertaken i n an o r g a n i s a t i o n of u n s p e c i f i e d s i z e or s t r u c t u r e . 
The l a s t s e c t i o n of the chapter describes t h e author's search f o r a metho-
dology having the r e q u i s i t e c h a r a c t e r i s t i c s and the e v a l u a t i o n of one methodolo-
gy which, n o t w i t h s t a n d i n g c e r t a i n weaknesses, f u l f i l s a l l the c r i t e r i a and was 
thus chosen by the author f o r t e s t i n g i n a study which i t s e l f i s r e p o r t e d i n 
'Chapter 9<> 
This chapter c o n s i s t s of the f o l l o w i n g 8 s e c t i o n s : 
8 . 1 Primary c o n s i d e r a t i o n f o r the job design methodology 
8.2 Considerations of a d d i t i o n a l c h a r a c t e r i s t i c s 
8 . 3 Accepting enhancing c h a r a c t e r i s t i c s 
8 . 4 A p p l i c a t i o n of jo b design 
8 . 5 Ways o f conducting a job redesign exercise 
8.-6 A methodology f o r job design 
8 . 7 Job a u d i t : the EA methodology based technique f o r j o b design 
8 . 8 I n conclusion and thence 
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Sol. Primary considerations f o r the .job design methodology 
A methodology i s a means t o an endo Figure 8*1 dep i c t s a diagrammatic 
a b s t r a c t i o n of the concept methodology , i n t h e context of job design, h e l d by 
t h e author. 
S t a r t A j o b Methodology 1 
E v a l u a t i o n 
of 
design 
9 End 1 
Methodo-
l o g y 2 
New 
design End 2 
Figure 8.1: Author's concept of .job design methodology 
I n o p e r a t i o n a l terms, then, t h e methodology should provide or f a c i l i t a t e : 
1. The d e s c r i p t i o n of the j o b 
2. The e v a l u a t i o n of t h e design 
And where the e v a l u a t i o n framework i n d i c a t e s t h e o r i g i n a l design t o be 
wanting 
3° The redesign of t h e j o b 
k" A d e s c r i p t i o n of the redesigned j o b 
The process of e v a l u a t i o n r e q u i r e s the f o l l o w i n g : 
l e A framework f o r e v a l u a t i o n 
2. The experience-in-job of ( i ) t h e job holder, and ( i i ) t h e 
o r g a n i s a t i o n 
Thus any j o b design methodology, at t h e most fundamental l e v e l , would be 
r e q u i r e d t o handle two types of i n f o r m a t i o n : 
1. The d e s c r i p t i o n of the j o b - based on the s i t u a t i o n extant 
2. The experiences-in-the-job of (a) the job holder, and (b) 
the o r g a n i s a t i o n 
I n Figure 8.2, which i s a schematic r e p r e s e n t a t i o n of the components of 
methodology, t h e two types of i n f o r m a t i o n , covering the t h r e e sources, are 
shown i n the l e f t hand p o r t i o n of the diagram. 
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Experience-
i n - j o b o f 
Organisation 
Strategy f o r 
design e v a l u -
a t i o n 
Job holder 
D e l i n e a t i o n 
of p o t e n t i a l 
' improvement s' 
implementing 
improvements 
The 'new' 
job 
Figure 8.2: Requisite components of methodology 
I n accordance w i t h , and i n f u r t h e r a n c e t o , the a n a l y t i c techniques of i n p u t -
output a n a l y s i s , o f f e r e d by t h e General Systems Theory, the two types of 
i n f o r m a t i o n , i n t r o d u c e d i n t h e f o r e g o i n g paragraph, w i l l now be discussed. 
As the m a t e r i a l being presented here i s also r e l a t e d t o , and necessary f o r , 
t h e contents of Chapter 11, only those p a r t s of t h e s u b s t a n t i v e argument the 
author t h i n k s m i n i m a l l y necessary here w i l l be presented. 
Figure 8.3 represents an f e x t a n t ' job analysed i n terms of i n p u t s and 
outputs, from both t h e job holder's and o r g a n i s a t i o n a l p e r s p e c t i v e s . 
O r g a n i s a t i o n a l 
p r o v i s i o n s 
1 
-> 
Conversion 
Job holder 
input s 
Job holder 
r e c e i p t s 
O r g a n i s a t i o n a l 
demands 
Figure 8.3: Input-Output a n a l a s of a .job 
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With reference t o Figure 8 . 3 > and i n accordance w i t h t h e research t r a d i -
t i o n being pursued i n t h i s t h e s i s , t h e two types o f i n p u t s (marked ( l ) and ( 2 ) 
i n t h e f i g u r e ) and t h e two types of outputs (marked ( 3 ) and ( 4 ) i n t h e f i g u r e ) 
t o g e t h e r c o n s t i t u t e t h e d e s c r i p t i o n of the .job. 
Note 1 : The o r g a n i s a t i o n a l demands (marked ( 3 ) i n Figure 8 . 3 ) may not 
always be m a t e r i a l ; they could, and are o f t e n l i k e l y t o , i n c l u d e c o n s t r u c t s 
l i k e ' l o y a l t y t o t h e o r g a n i s a t i o n ' , ' adherence t o o r g a n i s a t i o n a l r u l e s and 
r e g u l a t i o n s ' , or the more nebulous one l i k e ' o p e r a t i n g w i t h i n the climate and 
character of t h e o r g a n i s a t i o n . ' 
Note 2 : The job holder's r e c e i p t s (marked ( 4 ) i n Figure 8 . 3 ) comprise o f 
determined elements l i k e y e a r l y s a l a r y , and the l e s s determined elements l i k e 
performance bonus and p r o f i t sharing but also ( l ) p r o v i s i o n s f o r t h e f u t u r e -
pension schemes; t r a i n i n g , on the one s i d e , t o combat job obsolescence, and on 
the other s i d e , provide f o r j o b m o b i l i t y e i t h e r upwards w i t h i n the o r g a n i s a t i o n 
or o u t w i t h the current o r g a n i s a t i o n . 
Note 3 : The o r g a n i s a t i o n a l i n p u t s i n t o the j o b (marked ( l ) i n Figure 8 . 3 ) 
i n c l u d e such items as p o s i t i o n t i t l e . The importance of p o s i t i o n t i t l e as a 
j o b design v a r i a b l e i s deduced by the author from Mintzberg ( 1 9 7 3 ) and 
S c h o l e f i e l d ( 1 9 6 8 ) both of whom discuss the concept i n t h e context of i n t r a -
o r g a n i s a t i o n contacts. However, the arguments presented are l i k e l y t o a f f e c t 
w i t h i n - o r g a n i s a t i o n contacts as w e l l . Moreover, the o r g a n i s a t i o n a l i n p u t s 
i n c l u d e items l i k e a u t h o r i t y , funds, manpower, p l a n t and machinery. Furthermore, 
t h e o r g a n i s a t i o n a l i n p u t s i n c l u d e the less m a t e r i a l items l i k e t h e good (or bad) 
w i l l t h a t the j o b holder e i t h e r i n h e r i t s from the outgoing person (when 
assigned t o vacated p o s i t i o n ) or t h a t i s , generated as a consequence of not 
h i s own actions but of others i n the o r g a n i s a t i o n . 
Note 4 : The job holders' inputs t o the job (marked ( 2 ) i n Figure 8 . 3 ) 
i n c l u d e the t i m e , the s k i l l s and the a b i l i t i e s t h a t t h e j o b holder expends or 
u t i l i s e s i n the course of work. 
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Before discussing experience-in-job, c e r t a i n terms and concepts d e r i v a b l e 
from Figure 8 . 3 w i l l be discussedj these w i l l be found u s e f u l i n the d i s -
cussion on t h e aforementioned subjecto 
The concepts of e f f e c t i v e n e s s and e f f i c i e n c y o r i g i n a l l y i n t r o d u c e d i n 
Chapter 4 w i l l now be r e l a t e d t o t h e i n p u t s and outputs as n a r r a t e d i n t h i s 
s e c t i o n . 
E f f e c t i v e n e s s as a concept i s a u n i v a r i a b l e measure although the method 
of measuring could be o f the b i n a r y type or a r a t i n g scale t y p e . Depending on 
the p a r t i c u l a r method adopted e f f e c t i v e n e s s simply shows e i t h e r whether or not 
or the degree t o which the outputs meet t h e expectations. For the o r g a n i s a t i o n , 
then, the e f f e c t i v e n e s s of the job (as shown i n Figure 8 . 3 ) would be concerned 
w i t h items marked ( 3 ) i n t h e diagram. That i s t o say, the measure i s based on 
the extent and degree t o which the job holder achieves the d e s i r e d r e s u l t s . Note 
t h a t the e f f e c t i v e n e s s measure i n no way i n v o l v e s the i n p u t s ; nor i s the conver-
s i o n process g i v e n any c o n s i d e r a t i o n . 
S i m i l a r l y , e f f e c t i v e n e s s from t h e i n d i v i d u a l ' s perspective i s d e r i v e d s o l e l y 
f r o m the extent and degree t o which the outputs received match the e x p e c t a t i o n 
of these outputs. 
E f f i c i e n c y , on the other hand, i s a r a t i o measure; i t measures the outputs 
per u n i t of i n p u t . Discussion on the t o p i c of e f f i c i e n c y more o f t e n i m p l i c i t l y , 
but sometimes e x p l i c i t l y , recognises t h e conversion process. 
For t h e o r g a n i s a t i o n , e f f i c i e n c y would be measured i n terms of t h e organisa-
t i o n a l ' outputs generated by t h e job holder per u n i t of o r g a n i s a t i o n a l i n p u t s . 
I n e v a l u a t i o n of e f f i c i e n c y the r e c o g n i t i o n of t h e process permits c o n s i d e r a t i o n 
of t h e k i n d : whether the managerial j o b holder i n order t o be e f f e c t i v e pushed h i 
subordinates t o t h e extent t h a t t hey became a l i e n a t e d . With reference t o Figure 
8 . 3 e f f i c i e n c y of t h e j o b , from the o r g a n i s a t i o n a l perspective, would i n v o l v e 
items marked ( l ) and ( 3 ) . 
For the j o b holder, e f f i c i e n c y would s i m i l a r l y be derived i n terms of items 
( 4 ) and ( 2 ) i n Figure 8 . 3 . 
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Experience-in-job can now be discussed i n terms of e f f e c t i v e n e s s and 
e f f i c i e n c y , of t h e j o b c o n t r a c t , the two concepts j u s t developed. The d i s c u s -
s i o n w i l l be conducted w i t h t h e h e l p of t h e diagram of Figure 8 . 4 and i n terms 
of t h e j o b holder's experience-in-job. 
( 2 ) *k a : ^ ( 4 ) 
b c 1 I 
( 5 ) « d ^ ( 6 ) 
Figure 8 . 4 : Sources o f experience-in-job f o r t h e j o b holder 
I n t h i s diagram the f o u r main components are l a b e l l e d ( 2 ) , ( 4 ) , ( 5 ) and ( 6 ) . 
This diagram i s a development from Figure 8 . 3 and components ( 2 ) and ( 4 ) d e p i c t 
items l a b e l l e d t h e same i n the e a r l i e r diagram. The remaining two components 
stand f o r : 
Components l a b e l l e d ( 5 ) ... the p o t e n t i a l t h e j o b h o l d e r i s capable o f , 
and w i l l i n g t o c o n t r i b u t e 
Components l a b e l l e d ( 6 ) ... t h e rewards/outcomes expected by the job holder 
The discussion w i l l be based on type and degree measures being attached t o each 
of t h e f o u r components of Figure 8 . 4 J and w i l l be conducted i n terms o f : 
( i ) The absolute values of t h e f o u r components - the e f f e c t i v e n e s s 
( i i ) The r e l a t i v e values of the f o u r components, shown by the f o u r 
r e l a t i o n s h i p s marked a, b, c and d - the e f f i c i e n c i e s . 
Source 1 ( r e l a t i o n s h i p a) i s t h e j o b 'extant' e f f i c i e n c y . The i n d i v i d u a l may 
or may not be s a t i s f i e d w i t h t h e rewards obtained compared t o the e f f o r t 
i n p u t . 
Source 2 ( r e l a t i o n s h i p b) the i n d i v i d u a l may regard t h e demands of th e j o b as 
being above ( o r below) h i s p o t e n t i a l f o r c o n t r i b u t i o n , i n terms of time and 
a b i l i t i e s 
Source 3 ( r e l a t i o n s h i p c) the job holder may regard t h e rewards as being below 
( o r p o s s i b l y above) h i s expectations 
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Source 4 ( r e l a t i o n s h i p d) the job h o l d e r may have d e f i n i t i v e views on possible 
e q u i l i b r i u m values of 'what he wants' compared t o 'what he can c o n t r i b u t e ' . 
A l l these r e l a t i o n s h i p s are considered simultaneously, but w i t h respect t o 
d i f f e r e n t time domains - the present, the f u t u r e and p o s s i b l y what was i n t h e 
past. Further, the experience-in-job of t h e job holder i s based not o n l y on 
the values obtained f o r these r a t i o s f o r h i m s e l f but also on what he perceives 
these r a t i o s t o be f o r h i s colleagues and others known t o him. 
At t h i s p o i n t t h e m a t e r i a l presented encroaches more and more • on t h e 
contents of Chapter 11, so the di s c u s s i o n on t h i s t o p i c w i l l be ter m i n a t e d 
here. S u f f i c e i t t o say, the o r g a n i s a t i o n a l perspective o f experience-in-job 
c o u l d be analysed i n a way analogous t o the above a n a l y s i s f o r the i n d i v i d u a l ' s 
e x p erience-in-job. 
The a r t i f a c t o f d e p i c t i n g separately t h e i n p u t s and outputs f o r the 
i n d i v i d u a l and the o r g a n i s a t i o n may have s h i f t e d the focus of a t t e n t i o n from 
the concern they have i n common f o r the e f f e c t i v e n e s s and e f f i c i e n c i e s discussed 
and a l l u d e d t o i n t h e f o r e g o i n g paragraphs. This w i l l be discussed next. 
Common concern 
The two p a r t i e s t o the j o b co n t r a c t which gives r i s e t o t h e i n d i v i d u a l / 
o r g a n i s a t i o n i n t e r f a c e should be e q u a l l y concerned w i t h the two types o f 
e f f e c t i v e n e s s and e f f i c i e n c i e s discussed above - t h e one type focusing on t h e 
i n d i v i d u a l and the other type l o c a l i s e d on t h e o r g a n i s a t i o n . This i s the g i s t 
of t h e j o b design paradigm as the author sees i t . 
Summary of s e c t i o n 
The basic requirements f o r a j o b design methodology could be summarised as 
possessing a b i l i t y , and l e n d i n g i t s e l f t o , a n a l y s i s of t h e job i n terms of 
in p u t s and outputs both f o r the o r g a n i s a t i o n and f o r the i n d i v i d u a l . I n other 
words, the methodology should enable t h e j o b d e s i g n e r ( s ) , whoever these may be, 
t o draw a j o b d e s c r i p t i o n and a d e s c r i p t i o n of the experience-in-job of both the 
job h older and the o r g a n i s a t i o n . Note, however, t h a t the c o n d i t i o n s f o r the 
job design methodology, discussed here, are of the type 'necessary* and by no 
means of the type ' s u f f i c i e n t '. Further c h a r a c t e r i s t i c s are discussed i n the 
next s e c t i o n . 
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8.2. Considerations on a d d i t i o n a l c h a r a c t e r i s t i c s 
I n t h i s s e c t i o n w i l l be discussed those o p e r a t i n g c h a r a c t e r i s t i c s t h e 
possession of which w i l l make a methodology s u f f i c i e n t f o r managerial j o b design. 
The m a t e r i a l presented has e i t h e r been d i r e c t l y discussed i n connection w i t h 
methodological arguments or i s d e r i v a b l e from t h e m a t e r i a l presented i n e a r l i e r 
chapters. Discussion on each aspect w i l l t h e r e f o r e be as b r i e f as p o s s i b l e . 
8.2.1. D i f f e r e n t a n a l y s i s of t h e managerial job 
I n Chapter 3 are presented a l a r g e number of models proposed by d i f f e r e n t 
a u t h o r i t i e s f o r analysing the managerial j o b . For example, S c h o l e f i e l d Model, 
dep i c t s the managerial j o b having the f o l l o w i n g elements: 
- Operating a c t i v i t i e s 
- I n n o v a t i n g a c t i v i t i e s 
- S t a b i l i s i n g a c t i v i t i e s 
The suggestion being made here, t h e r e f o r e , i s t h a t the d e s c r i p t i o n of t h e j o b 
d e r i v e d from t h e use of the methodology should be such t h a t the v a r i o u s a c t i v i -
t i e s can be a p p r o p r i a t e l y tagged w i t h the appr o p r i a t e classes f r o m t h e Scholefielc 
Model. The reason f o r suggesting t h a t the methodology should have t h i s power or 
a b i l i t y i s t h a t i n the course of a n a l y s i s of the j o b ( s ) , t h e cause o f the prob-
lems l o c a t e d or areas of improvement d e l i n e a t e d may be r e l a t a b l e t o , say, la c k 
of i n n o v a t i n g a c t i v i t y on t h e pa r t of the job holder. And t h i s he might be 
doing because of too much c o n c e n t r a t i o n on operating a c t i v i t i e s . 
As suggested above, given t h a t t h e models discussed i n Chapter 3 may be 
u s e f u l f o r problem diagnosis or l o c a t i o n of o p p o r t u n i t i e s f o r re-design, i t would 
t h e r e f o r e be a necessary requirement f o r t h e j o b design methodology t o handle the 
i n f o r m a t i o n i n such a way t h a t d i f f e r e n t analyses are p o s s i b l e . 
The above conclusion would f i n d support from t h e w r i t i n g s of other autho-
r i t i e s , e.g. Marples ( 1 9 6 7 ) and Mclsaac ( 1 9 7 7 ) > among others. 
Mclsaac's suggestion i s t h a t the a c t i v i t i e s o f t h e j o b should be c l a s s i f i e d 
according t o the s p l i t : m a n a g e r i a l / e s s e n t i a l . 
Marples, discussing the subject from t h e l o c a t i o n of problem p e r s p e c t i v e , 
w r i t e s : 
677-
since h a l f the manager's time i s devoted t o so few problems a d e t a i l e d 
examination of them w i l l go f a r towards t e l l i n g us whether he i s p l a y i n g 
the p a r t expected of him. The problem can be compared w i t h the expecta-
t i o n s of h i s r o l e set e i t h e r by c o l l e c t i n g the expectations f i r s t and 
r e l a t i n g the problems t o i t , or by d e s c r i b i n g the problem and asking the 
manager's colleagues t o comment on t h e appropriateness of the a t t e n t i o n 
being paid t o them". 
The above quote from Marples besides supporting the current argument on t h e 
methodology - t h a t i t should support d i f f e r e n t types of a n a l y s i s - i s u s e f u l , from 
ye t another p e r s p e c t i v e . I n Section 8.1, i t was suggested t h a t t h e i n d i v i d u a l 
provides h i s own experience-in-job. As to.who provides the o r g a n i s a t i o n a l pers-
p e c t i v e was not discussed. Marples, as could be deduced from th e above quota-
t i o n , i s suggesting t h a t the o r g a n i s a t i o n a l perspective i s gi v e n by the members 
of h i s r o l e - s e t . This aspect w i l l be f u r t h e r discussed passim i n t h i s 
s e c t i o n , and i n d e t a i l i n the next s e c t i o n . 
8.2.2. Simultaneous documentation of t h e d e s c r i p t i o n of the job and descriptions. 
of the experience-in-.job 
Given t h a t the o r g a n i s a t i o n a l experience-in-job comes from the r o l e set and 
given t h a t the o r g a n i s a t i o n a l i n p u t s , and outputs, are also provided, and 
accepted by the members of the r o l e - s e t , d e d u c t i v e l y , i t would c o n t r i b u t e t o the 
e f f i c i e n c y of t h e methodology were i t p o s s i b l e t o c o l l e c t the two types of 
i n f o r m a t i o n at t h e same ti m e . 
Further, i f t he j o b holder regards the balance between h i s own outcomes and 
in p u t s as i n c o r r e c t he should be able t o suggest the imbalance and nominate t h e 
person w i t h i n h i s r o l e - s e t ( o r o u t w i t h the r o l e - s e t ) whom he holds responsible 
f o r the imbalance. 
Stewart's (1979) work on choices i n t h e managerial job i s p e r t i n e n t t o t h i s 
d i s c u s s i o n . I n Stewart's work choice i s one among the t h r e e components of her 
model. Stewart's work i s pioneering and d i f f i c u l t t o evaluate as some elements 
of her c l a s s i f i c a t i o n are not c l e a r : i t i s o f t e n d i f f i c u l t t o see whether t h e 
choice being considered i s an i n p u t choice or an output choice, e.g. adopting 
t h e i n p u t - o u t p u t a n a l y t i c framework,how would t h e f o l l o w i n g be c l a s s i f i e d : 
1. Choice i n e x t e r n a l contacts 
2. Choice i n r o l e s 
3. Choice i n p a r t i c i p a t i n g i n management o f t h e wider group? 
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Nonetheless, the way Stewart's work r e l a t e s t o the current argument i s t h i s . 
The j o b h o l d i n g manager, through the exercise of 'choice' may downgrade the 
importance he attaches t o c e r t a i n aspects of h i s j o b . The p a r t i c u l a r members 
of the r o l e - s e t a f f e c t e d may consequently receive outputs at variance w i t h t h e 
q u a l i t y / q u a n t i t y / t i m i n g they f e e l t o be necessary. 
Thus, since not. only the d e s c r i p t i o n of the j o b but also the d e s c r i p t i o n of 
t h e o r g a n i s a t i o n a l experience-in-job i s a r t i c u l a t e d by members of th e r o l e - s e t , 
i t should be p o s s i b l e t o document the two aspects simultaneously. 
8 . 2 . 3 . Analysis of procedures a n d t r a c i n g the i n d i v i d u a l ' s c o n t r i b u t i o n s t o 
d i f f e r e n t systems and procedures 
The j o b design methodology should provide a means of determining the v a r i o u s 
o r g a n i s a t i o n a l procedures and systems the i n d i v i d u a l job holder i s connected 
w i t h and what s p e c i f i c c o n t r i b u t i o n he makes w i t h respect t o each c o n n e c t i v i t y . 
By way of example, consider the r e c r u i t m e n t process or procedure as shown i n 
t h e diagram of Figure 8 . 5 » 
Preparation of 
j o b s p e c i f i c a t i o n 
Preparation and 
p l a c i n g of 
advertisements 
I n t e r v i e w s 
Discussion 
of h i r i n g / 
s p e c i a l 
c o n d i t i o n s 
Placement 
i n d u c t i o n 
Figure 8.5s An elemental c l a s s i f i c a t i o n of the recruitment 
process 
Given the above steps or elements t o the process (which i n c i d e n t a l l y could also 
be analysed i n terms of such schemes as planning, execution and c o n t r o l , as 
discussed i n Chapter 3)> a given manager f o r whom a subordinate i s being 
r e c r u i t e d may f i n d himself i n v o l v e d i n c e r t a i n steps and not i n o t h e r s ; another 
person may f i n d h i m s e l f i n v o l v e d i n c e r t a i n aspects and not i n c e r t a i n o t h e r s . 
Brown (1971) gives the case of a manager who was not responsible f o r the d e c i -
sions on t h e h i r i n g of h i s subordinates and how t h i s l e d t o d i f f i c u l t i e s . The 
process a n a l y s i s of the v a r i o u s systematised a c t i v i t i e s would t h e n be important 
f o r determining whether the i n d i v i d u a l whose jo b was being analysed i n f a c t 
p a r t i c i p a t e d i n t h e various steps where h i s c o n t r i b u t i o n would be d e s i r a b l e . 
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Another example could be framed i n terms of a pro d u c t i o n manager not 
p a r t i c i p a t i n g i n the progress review meetings o f product development but 
i n v a r i a b l y f i n d i n g h i m s e l f responsible f o r s t a r t i n g immediate p r o d u c t i o n when 
the development boys have p e r f e c t e d their'baby.' 
From t h e above, i t could be concluded t h a t a jo b design methodology which 
p e r m i t t e d the t r a c i n g of steps i n procedures and the i n d i v i d u a l job holder's 
l i n k t o the v a r i o u s steps, would be superi o r t o one t h a t d i d not permit t h i s . 
8.2.4» Simultaneous e v a l u a t i o n of the q u a l i t y of the design of s e v e r a l jobs 
For reasons extending from the d e l i n e a t i o n of the methodology c h a r a c t e r i -
s t i c i n the f o r e g o i n g subsection, t h e methodology should permit simultaneous 
working on sever a l jobs. However, the c h a r a c t e r i s t i c now being defined has t o 
do w i t h t h e simultaneous e v a l u a t i o n on t h e q u a l i t y of the design of t h e j o b , f o r 
severa l j o b s . 
As the c h a r a c t e r i s t i c under d i s c u s s i o n i s c l o s e l y r e l a t e d t o the method of 
a p p l i c a t i o n , i t w i l l be added t o i n Section 8 . 4 , under the t i t l e 'Units of 
a n a l y s i s . ' 
8.2.5» The methodology should p r e f e r a b l y be n e g o t i a t i o n , o r i e n t a t e d and cover 
t r a n s a c t i o n s 
The r e s u l t s from the survey and e s p e c i a l l y from t h e job m o d i f i c a t i o n study* 
r e p o r t e d i n Chapters 6 and 7 r e s p e c t i v e l y , l e a d s t r o n g l y t o the conclusion t h a t 
managerial jobs are designed through the process of n e g o t i a t i o n . 
Another perspective on n e g o t i a t i o n i s t h a t r o l e s , i f and when not c l e a r l y 
defined, could only be made c l e a r e r through the process of communication. Rosen 
( l 9 6 l ) suggests t h a t when i n d i v i d u a l s do not receive adequate communication on 
the r o l e demands, t h e r e i s a tendency towards having low commonality i n "values" 
between the r o l e - s e t . 
The work o f Wi'eland and U l l r i c h ( 1 9 7 6 ) could be i n t e r p r e t e d as supp o r t i n g 
the current argument t h a t those methodologies t h a t are n e g o t i a t i o n o r i e n t a t e d are 
t o be p r e f e r r e d . These researchers, on the a u t h o r i t y of Strauss support the 
viewpoint t h a t t h e f u n c t i o n i n g of an o r g a n i s a t i o n i s less s t r u c t u r e d than r u l e s , 
r e g u l a t i o n s and s t a t i c job d e s c r i p t i o n s would l e a d one tombe l i v e . Basing 
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t h e i r t h e s i s on t h e " f l u i d " nature of o r g a n i s a t i o n s , Wieland and U l l r i c h 
suggest t h a t t h e way t o grasp how or g a n i s a t i o n s operate i s t o regard n e g o t i a t i o n 
as the basis f o r shared s o c i a l understanding between t h e members and t o regard 
t h e i r acts as stemming from some n e g o t i a t i o n r e s u l t i n g i n mutual agreement. 
Another perspective supportive o f the above stated preference f o r n e g o t i a -
t i o n based methodology comes from Sayles (1958)> who suggests t h a t i n any job 
there i s an element of " t r a d i n g " . Trading i n v o l v e s both t r a n s a c t i o n s and nego-
t i a t i o n s . Therefore, the methodologies which are n e g o t i a t i o n - o r i e n t a t e d possess-
i n g the a d d i t i o n a l p r o p e r t y of covering t r a n s a c t i o n s would be p r e f e r a b l e t o those 
which do not have these p r o p e r t i e s . Note t h a t t r a n s a c t i o n , i n the context of 
jobs, i m p l i e s 'what one i n d i v i d u a l does f o r the o t h e r ' and'what t h e others do 
f o r h i m f . A s p e c i a l type of t r a n s a c t i o n i s 'what the i n d i v i d u a l does f o r 
h i m s e l f and t h i s , i n the context of jobs, covers t h e t r a n s f o r m a t i o n processes 
associated w i t h the job - i t i s the 'value adding* b i t . 
As some form of dialogue i s i m p l i e d i n n e g o t i a t i o n and giv e n t h a t t r a d i n g 
i s recognised i t could be deduced t h a t c e r t a i n understandings are reached. The 
reaching of understandings oould also h e l p remove r o l e ambiguity and r o l e 
u n c e r t a i n t y - two much discussed t o p i c s i n o r g a n i s a t i o n a l l i t e r a t u r e (see Chapter 
4 ) . 
8.2.6. C o n s t e l l a t i o n s and centres; freedom from s t r u c t u r e and a b i l i t y t o handle 
d i f f e r e n t workflows 
The s t r u c t u r e of the o r g a n i s a t i o n , as discussed i n Chapter 4» implants 
features t o t h e jobs. The i n t e r - c o n n e c t i v i t y of one job t o others i s a f u n c t i o n 
both of the nature of form of work as w e l l as of the imposed o r g a n i s a t i o n a l s t r u c 
t u r e . But the s t r u c t u r a l i n t e r c o n n e c t i v i t y can be deceptive and hide the a c t u a l 
work f l o w . Further, given t h a t when the basic nature and form of work i s t h e 
same, two or more organisations may adopt d i f f e r e n t s t r u c t u r e s , e.g. hierarchic--'' 
or m a t r i x , e t c . , when analysing jobs f o r t h e purpose of l o c a t i n g areas where 
improvements may be d e s i r a b l e , or po s s i b l e , some of t h e o p p o r t u n i t i e s f o r improve 
ment may i n v o l v e m o d i f i c a t i o n s t o t h e e x i s t i n g s t r u c t u r e . I f areas f o r improve-
ment could be c a l l e d 'problem areas', then t h e suggestion being made i s t h a t some 
of the j o b problems may be the e x i s t i n g s t r u c t u r e . 
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From t h e above argument, a d e s i r a b l e c h a r a c t e r i s t i c f o r j o b design metho-
dologies would be t h e i r a p p l i c a b i l i t y t o any s t r u c t u r a l form of the o r g a n i s a t i o n ; 
be t h e form h i e r a r c h i c a l , m a t r i x or whatsoever. The methodology should t h e r e -
f o r e be able t o focus on work and j o b s . The methodology, i n i t s a p p l i c a t i o n s , 
g i v e n t h e e a r l i e r d e f i n e d c h a r a c t e r i s t i c of simultaneous e v a l u a t i o n o f a number 
of jo b s , could then be s a i d t o be capable of ho l d i n g t h e jobs under e v a l u a t i o n 
as a centre of a c o n s t e l l a t i o n of other jobs , with o u t i n t e r f e r e n c e from the 
prevalent s t r u c t u r e . 
Freedom from s t r u c t u r e w h i l e able t o handle d i f f e r e n t work f l o w s , would 
a l l o w the same methodology t o be used not only i n d i f f e r e n t o r g a n i s a t i o n s but 
als o i n d i f f e r e n t p a r t s of the same o r g a n i s a t i o n , where changes i n t h e form of 
work may be r e f l e c t e d i n d i f f e r e n t technology and t h e r e f o r e d i f f e r e n t s t r u c t u r e s . 
That t h e a p p l i c a t i o n of j o b design i n one par t of the o r g a n i s a t i o n may 
arouse i n t e r e s t i n other parts of t h e o r g a n i s a t i o n i s o f t e n r e p o r t e d i n l i t e r a -
t u r e . An aspect of applying j o b design t o one par t of the o r g a n i s a t i o n and not 
the others i s brought t o n o t i c e by Bishop and H i l l ( 1 9 7 1 ) who r e p o r t e d t h a t t h e 
•positive? e f f e c t s of redesigned jobs were n u l l i f i e d by increased complaints 
from those s t i l l doing undesigned j o b s . E a r l i e r , Strauss ( 1 9 5 5 ) concluded from 
a study conducted by Bavelas t h a t t h e workplace: 
i s a s o c i a l system made up of mutually dependent p a r t s of a 
system. I t may be dangerous f o r management t o t r y a new approach 
i n one p a r t unless i t i s prepared t o extend t h i s approach t o t h e 
whole o r g a n i s a t i o n " . 
So, from the above argument, i t could be s a i d t h a t methodologies which were 
s p e c i f i c w i t h respect t o e i t h e r o r g a n i s a t i o n form or work f l o w would n e i t h e r 
have general a p p l i c a b i l i t y nor a c c e p t a b i l i t y . The low a c c e p t a b i l i t y argument 
gains support from the e d i t o r s ( 1 9 7 4 ) of Personnel Management who w r i t e : 
"Employers, although paying l i p service t o t h e need f o r experiment 
are a l l too o f t e n a f r a i d t h a t any genuine i n n o v a t i o n w i l l simply l e a d 
t o demands f o r equal or b e t t e r treatment on t h e p a r t of t h e i r other 
colleagues". 
A l l t h e above arguments summed up l e a d t o the conclusion t h a t methodologies 
which can be made t o focus on jobs and systems would be p r e f e r a b l e t o those 
which were bound t o some p a r t i c u l a r o r g a n i s a t i o n type. 
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8 . 2 . 7 ° Property to define problems/opportunities specific t o the application -
p o r t a b i l i t y 
That the methodology should be capable of application i n d i f f e r e n t settings 
has been discussed i n the foregoing subsection.. That could be regarded as 
p o r t a b i l i t y , as w e l l . However, the concept under discussion now i s the property 
of the methodology to draw out problems/opportunities specific t o each applica-
t i o n * Nets, i t i s not being suggested that i n two or more applications the 
same set of problems/opportunities would not emerge; but simply that i f the 
underlying problems are d i f f e r e n t then these specific-to-application problems 
should emerge. 
In t h i s what i s being asked f o r i s simply an extension of the common 
medical practice - each patient defines his own symptoms, and the doctor does 
not assume the underlying i l l n e s s . Of course, i n medical practice, once the 
patient has described the s i t u a t i o n up t o a point, the doctor may prompt f o r 
specific information t o f a c i l i t a t e accurate diagnosis; so should i t be i n the 
case of organisation s p e c i a l i s t s , working i n job design. That s t a t i c evaluation 
of the job, i.e. evaluation of the design of jobs according t o preconceived 
notions of what constitutes good design, on the basis of job characteristics 
only, may not be appropriate has been discussed at length i n Chapter 5 ~ Lorsch 
and Morse ( 1 9 7 4 ) , Hulin and Blood ( 1 9 6 8 ) and Wild and B i r c h a l l ( 1 9 ), to name 
only a few authors, have a l l at various times argued f o r adopting a contingency 
perspective f o r designing jobs. Probability of a methodology, defined i n the 
above sense, would, therefore, be a desirable a t t r i b u t e . 
8 . 2 . 8 . Participation of job holder, his role-set and specialists t o the process 
The study reported i n Chapter 7 suggested strongly that the role-set i s a 
major determinant of the design of the job. Other researchers also report f i n d -
ings similar t o those reported i n Chapter 7 » I n fact Marples ( 1 9 6 7 ) writes: 
"The actual behaviour of the manager i s a function, at the very least 
of his role set, his role perception both as a manager and as a pa r t i c u l a r 
manager, of the appropriateness of these concepts t o his task, his s k i l l 
i n t r a n s l a t i n g his concepts with actions and his e f f o r t s t o modify the 
system of which he i s a part so that i t i s better adopted, i n his view, 
t o the task which confronts i t , and him". 
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The above quotation from Marples also has a bearing on the exercise of 
influence, a topic -which w i l l be discussed i n Section 8 . 2 . 9 , but worth pointing 
out nowo Continuing with the argument of the role set determining the shape of 
the job, Marples gives the following engineering analogy: 
"Just as a study of a j o i n t i n an engineering structure may be made i f 
the adjoining members are replaced by force system approximately 
equivalent t o the interactions between the j o i n t and the members, so 
the study of the in d i v i d u a l manager requires aL le a s l the provision 
of a system of equivalent influences i n order that his present behaviour 
can be subjected t o c r i t i c a l analysis' 1. 
For job design purposes the force of Marples lo g i c l i e s not i n use of the word 
" c r i t i c a l " , except i n so f a r as the experierce-in-job of these members of the role 
set i s concerned, but i n that the t o t a l picture of even the job documentation i s 
l i k e l y t o be incomplete without the involvement of the role-set. 
Another aspect of p a r t i c i p a t i o n by the role-set i n the determination of the 
design of a job comes from researchers investigating the effect of p a r t i c i p a t i o n 
on performanceo Latham and Saari (1979) and Quick (1979) provide evidence 
suggesting that p a r t i c i p a t i v e or dyadic goal s e t t i n g , with t r a i n i n g f o r t h i s 
mode of operation, where necessary, enhances performance and improves job 
holder's perception of own work performance. 
A l l the above arguments strongly recommend that the job design methodology 
should accommodate role-set p a r t i c i p a t i o n . Further, given the evidence i n the 
study reported i n Chapter 7 , as w e l l as job design l i t e r a t u r e , where most 
applications have been undertaken either t o t a l l y , or with support from 
professional job designers, the methodology should permit t h i r d party involve-
ment as w e l l . 
8 . 2 . 9 o The methodology should permit the .job holder t o explore the boundaries 
of his job 
One of the major themes t o emerge from Likert's ( 1 9 6 7 ) work i s that 
exercise of influence upwards i n the hierarchy brings the subordinate job 
holders the assistance and support they need i n acquiring organisational 
resources which f a c i l i t a t e higher performance and sa t i s f a c t i o n . 
Broad ( 1 9 7 0 ) putting the case more b l u n t l y and s p e c i f i c a l l y writes: 
"Whereas f o r years we have been exhorting our' management people to push 
t h e i r bosses f o r more freedom, now we must also t r y encouraging them t o 
contribute more and more t o areas of the company beyond t h e i r assignment. 
"What we should say, i n e f f e c t , i s 'Success f o r you and the company 
requires you t o gamble with the dangers inherent i n both pushing 
your own boss f o r more freedom to act and i n reaching out i n t o the 
other bosses' departments' . o . » n 
Further, the job design survey reported i n Chapter 6 had provided evidence 
indicating that managerial job holders operationalise t h e i r own jobs t o quite 
an extento The p o s s i b i l i t y of the job holder and his role-set exercising control 
over the methodology would therefore serve the operationalisation process. 
Allowing the job holder and role-set control over the methodology i n the 
operationalisation of a job could serve many purposes, one of which i s discussed 
below. 
Cumming and Schwab ( 1 9 7 8 ) discussing feedback on performance define amount 
and frequency ao important parameters. They then re l a t e these parameters t o 
three purposes or uses of information acquired i n feedback. The three uses 
discussed by these authors are: 
l o Development action programme 
2 . Maintenance action programme 
3 » Remedial action programme 
Cumming and. .Schwab found the amount and frequency of feedback information f o r 
the three types of action to be d i f f e r e n t . 
Thus, i f the job design methodology, f i r s t l y , permitted job holders t o 
explore the boundaries of t h e i r own jobs and, secondly, t o make adjustments on 
parameters as i l l u s t r a t e d above, then the methodology would indeed be serving 
w e l l i t s intended purpose. 
Conclusions to characteristics defined so f a r 
The characteristics defined i n t h i s section and the one defined i n the 
foregoing section are the necessary and s u f f i c i e n t conditions f o r the job 
design methodology proposed by the author. However, a methodology possessing 
these characteristics and no other would be a specialist's t o o l - professional 
job designers or at least those devoting a f a i r amount of t h e i r time t o job desig 
I t would be a t o o l more or less serving a specific purpose - job design. 
I t was the author's contention that such single purpose tools may not 
receive ready acceptance w i t h i n organisations where the occurrence of jobs 
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designed solely by job designers were found to be negligible (see Chapter 7 ) < > 
I n the next section are discussed those properties which, i f possessed by the 
methodology, would make f o r ready acceptance. 
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8 . 3 o Acceptance enhancing characteristics 
I n t h i s section w i l l be discussed a number of characteristics which while 
neither necessary nor s u f f i c i e n t on t h e i r own to f a c i l i t a t e job design, would 
nevertheless increase the l i k e l i h o o d of organisational acceptance f o r a 
methodology which possesses them. 
The crux of the matter i s t h i s ; variants on the descriptions of the job 
as w e l l as description of the organisational experience-in-job are often a v a i l -
able, i n one form or another i n most, but not a l l , organisations. For example, 
the table of Figure 8 . 6 presents data from the survey reported i n Chapter 6 on 
the incidence of certain events and processes which generate, use or require 
the type of data under discussion. 
Event or process Incidence rate 
1 . Objective setting 75% 
2 . Job evaluation 61% 
3 o Performance evaluation 85% 
4 » Training programme 79% 
5 . Job descriptions 78% 
Figure 8 . 6 ; Incidence rates of certain events and processes 
A. l o g i c a l inference from the above data i s that organisations are l i k e l y t o 
possess some systems/procedures, i . e . methodologies, t o accomplish the above 
l i s t e d tasks. I t i s worth noting that some of the systems and procedures may 
even be custom made f o r the organisation's in-house usage. I t i s not the 
purpose here to discuss, with respect to specific organisations, how w e l l the 
above l i s t e d a c t i v i t i e s may be performed or how useful the results are. I n 
the study reported i n Chapter 7> the responses t o the query on "the most useful 
ways the participants, on i n i t i a l appointment, learned the content of t h e i r jobs 
indicated job descriptions t o be o f low u t i l i t y . 
A conclusion from the above argument would be that managerial positi o n 
holders may already be involved i n the use of a number of methodologies, 
ostensibly carrying the same type of information as would be carried i n a 
methodology which only possessed the necessary and s u f f i c i e n t characteristics. 
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These managers, then, when presented with a new methodology which was useful 
only f o r job design may, i n a l l l i k e l i h o o d , react negatively - i . e . refuse t o 
accept, on cost/benefit grounds, the new methodology. The concept of cost/benefi 
i s important and t h i s w i l l be b r i e f l y discussed. 
The managerial employee, were he involved i n the type of a c t i v i t i e s shown 
i n Figure 8 . 6 , i s l i k e l y t o be spending a f a i r amount of time going through the 
routines of the d i f f e r e n t processes - either i n connection with performing them 
on his subordinates or being subjected t o , i n t u r n as a subordinate, by his 
own superordinate. The manager may also have developed his own opinions regard-
ing the u t i l i t y of each of the above systems. Such a manager, when offered a 
system with minimal necessary and s u f f i c i e n t a t t r i b u t e s may on grounds of -
cost, i . e . time, known and benefits undefined - may not be attracted t o i t . 
Rather such a manager may even be antagonised. 
Support f o r the contention that some form of cost benefit analysis may be 
behind managerial evaluation of such systems could be drawn from Ivancevich 
( 1 9 7 2 ) . While discussing the deterioration i n the MBO popularity, Ivancevich 
on the authority of Raia asserts that the reasons f o r jaded enthusiasm was the 
"generation of extra work f o r managers". Although the statement i s w r i t t e n i n 
terms of "extra work", the implication i s of extra work which, does not bring 
i n the extra productivity, i . e . benefits t o cost consideration. 
Current research i n t o managerial information systems, deductively, also 
favour the employment of multi-use information systems (see Luke ( 1 9 7 5))° The 
supportive logic behind t h i s suggestion revolves around the amount of redundancy 
that i s inevitable i n systems designed f o r specific and yet closely related 
purposes. Thus a single system serving two closely related purposes would be 
preferable t o two d i s t i n c t systems serving the two purposes independently. 
However, there i s a body of l i t e r a t u r e t o indicate that f a m i l i a r i t y with 
techniques enhances t h e i r acceptability. For example B i r c h a l l , Carnell and Wild 
( 1 9 7 8 ) w r i t e : 
"... i t should be noted that any change programme which requires or 
necessitates the adaptation of procedures and attitudes which represent 
major breaks with t r a d i t i o n or existing practice or custom, i s more 
l i k e l y t o encounter obstacles and problems and i s less l i k e l y t o be 
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successful than where a strategy derives from existing custom 
and practice w i t h i n the organisation and employees existing frameworks 
and procedures". 
The author while recognising that novel and challenging ideas may require 
equally novel methods f o r t a c k l i n g them, nevertheless recognised the existence 
of the mentality depicted i n the above quotation. The way around t h i s hesitancy 
i n adopting new methodology, the author reasoned, was t o have the new methodo-
logy perform some of the existing functions. The fact that i t might require 
new strategy was there, but at least i t should provide and produce some of the 
exist i n g and therefore f a m i l i a r r e s u l t s . 
I n conclusion, the author decided that the job design methodology should 
have not only .the minimal necessary and s u f f i c i e n t a t t r i b u t e s but also be able 
either t o replace or support systems f o r specific a c t i v i t i e s commonly found i n 
organisations. 
Some characteristics l i k e l y t o enhance the acceptability of the methodology, 
i n the way suggested above, are now discussed. 
8 . 3 . L Support f o r , or as a method of, appraising performance 
The discussion on t h i s topic w i l l be from two perspectives: the use of 
language and role-set p a r t i c i p a t i o n . Both have important bearing on the conduct 
of appraisals. 
8 . 3 . 1 . 1 . The use of language 
Barrett et a l ( 1 9 5 8 ) and his colleagues report a series of experiments 
conducted on d i f f e r e n t aspects of performance appraisal. I n the specific study 
referenced, the format of the r a t i n g instrument was investigated. Four d i s t i n c t 
formats used i n the experiment were as shown i n Figure 8 . 7 . The outcome of the 
experiment was that Format 3 came out best on i n t e r - r a t e r r e l i a b i l i t y . Barrett 
et a l a t t r i b u t e d t h i s superior performance t o the description providing an 
anchor f o r the rater i n the assessment process. Obviously, the appropriateness 
of the "Term name" could be regarded as h e l p f u l . 
639. 
Format ref.noe Term name Term d e f i n i t i o n Behavioural description of ra t i n g scale points 
1 Present - -
2 - Present -
3 Present - Present 
4 - Present Present 
Figure 8=7: Four formats used to evaluate performar 
appraisal by Barrett et a l (1958) 
For the purpose at hand, the results of the above study indicate the neces-
s i t y of using language appropriate t o the functions i n each job f o r the purpose 
of appraising the performance of the job holder. A way of attempting to ensure 
unequivocal language would be the job holder and the rater between them defining 
the term name and producing the appropriate behavioural description. I f several 
jobs of the same time type are involved, a discussion between the affected p a r t i e 
could lead t o standardisation. On the other hand, such a discussion may show the 
differences that i n fact obtain i n ostensibly similar jobs. 
A desirable characteristic f o r a job design methodology then would be that 
i t should permit documentation of the job, and thence the organisational 
experience-in-job, i n free t e x t , i . e . i n language the rater and the ratee could 
make specific t o t h e i r own circumstances. 
8.3.1.2. Role-set p a r t i c i p a t i o n i n appraising performance 
Brooks's (1955) investigation i n t o managerial effectiveness led him to 
conclusions, two of which are relevant here. Brooks found t h a t : 
1. "Estimates of an executive's effectiveness may d i f f e r , depending 
on whether he i s being rated by his superior or by his subordinates". 
2. "Superiors have certain expectations of him, so do his subordinates. 
I t i s essential, however, fo r him t o meet both groups of expectations". 
For job design, then, Brooks's conclusions on performance appraisal, which has 
e a r l i e r been stated i n t h i s chapter as the organisational-experience-in-job, 
indicates the d e s i r a b i l i t y f o r including the role-set i n appraising performance. 
A methodology which permitted role-set inclusion could therefore be regarded as 
superior to the ones which do not permit t h i s . 
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• The above discussed two aspects of performance appraisal indicate how 
improvements i n the conduct of t h i s process could be introduced. 
I f a job design methodology were such that i t could be used f o r performance 
appraisal with the above two added advantages, then i t i s l i k e l y t h a t i t would 
be more readily acceptable. 
8 . 3 » 2 . Focussing on the .jobs of individuals or of the team as an e n t i t y 
I n job design the u n i t of measurement remains the job; t h i s aspect i s 
fu r t h e r discussed i n Section 8 . 4 . However, i n some instances the execution of 
work i s undertaken by groups or teams of individuals. This i s especially so 
i n project type of organisation but operating units w i t h i n h i e r a r c h i c a l , and 
natural l y a r i s i n g groupings w i t h i n organic, organisations could also be so 
regarded. 
Therefore, i t could be concluded that were the job design methodology such 
as t o f a c i l i t a t e focussing not only on the work r e s p o n s i b i l i t i e s of an i n d i v i d u a l 
but also of groups of individuals i t would f i n d more ready acceptance. This 
property would enable work designers and organisation designers (as opposed t o 
job designers) to concentrate on the macro l e v e l while job designers concentrate 
on the micro l e v e l . 
8 . 3 . 3 » Continuous recording of changes i n the design of a job 
I t could be interpreted from Penzer ( 1 9 7 3 ) that the design of a job i s 
something that has to be continuously monitored. A derivative of t h i s l i n e of 
t h i n k i n g would be that changes of the kind that could affect the design of the 
job should be continuously recorded. However, changes, as discussed i n Chapter 
7 , can occur slowly and minutely and have a cumulative effect on the experience-
in-job. I n Chapter 7 was presented the viewpoint that i t i s these small changes 
which eventually c a l l f o r l e g i t i m i s a t i o n and i t i s the need f o r l e g i t i m i s a t i o n 
which could be regarded as the t r i g g e r f o r modifications to jobs. 
The continuous recording of small changes could then act as a t r i g g e r f o r 
the l e g i t i m i s a t i o n and modification processes, i . e . i f the changes were 
continuously recorded, then either the job holder or his role-set, discerning 
either imbalancing movements on the three measures of the q u a l i t y of the design 
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of the job (or lack of movement i t s e l f being the cause of imbalance) could then 
attempt to i n i t i a t e corrective or l e g i t i m i s a t i o n actions* 
Continuous recording would also help i n another way. Wanous ( 1 9 7 3 ) 
discusses job previews as a method of r e c r u i t i n g people who would stay with the 
f i r m . I f the incoming person were being assigned to a position being vacated, 
i t could be surmised, the a v a i l a b i l i t y of continuous documentation through the 
po t e n t i a l of providing s h i f t s i n the job could serve the retaining purpose even 
fur t h e r . 
Conclusion to delineation of characteristics f o r .job design methodology 
The author has endeavoured to define features f o r the job design methodology 
which, as a consequence of his own research or through c r i t i c a l reading of the 
l i t e r a t u r e , he thought s a l i e n t . These characteristics could be c l a s s i f i e d as: 
( i ) necessary 
( i i ) required 
( i i i ) desirable 
In the next section i s discussed how a methodology possessing some, or more, of 
the features discussed here could be appliedo 
/ 
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8 . 4 ° Application of .job design 
Through a l o g i c a l b u i l d up i n t h i s section the author seeks t o explore how 
job design should be applied i n practice. 
8 . 4 « 1 < > Work - the underlying connectivity between .jobs and positions 
Work i s performed i n operations, and operations can be s p l i t i n t o sub-
operations which i n turn could be s p l i t i n t o sub-sub-operations; the s p l i t t i n g 
process could be continued u n t i l f o r the human operator involved the twitching 
of muscles can be observed and documented (Annett et a l ( l 9 7 l ) ) » or perhaps 
even the concentration and flows of the bio-chemicals i n the body i t s e l f could be 
analysed. 
However, the purpose here i s not t o analyse the atomic and sub-atomic 
constituents of work; f o r the purpose of job design interest stops at the l e v e l 
of single individuals who, on the authority of Newman and Rowbottom ( 1 9 7 3 ) > being 
unable to pursue t h e i r personal interest on t h e i r own accord come together so as 
to contribute and gain through co-operative endeavour. While f o r some the 
contribution could be money, f o r others i t i s t h e i r labour - i.e . performance 
related a b i l i t i e s , s k i l l s and know-how. Labour i s expended i n accomplishing work. 
The work undertaken by an i n d i v i d u a l could be c l a s s i f i e d by the parameters: 
"type* q u a l i t y , quantity and timing. Focusing on the work element of the co-
operative s i t u a t i o n , i f a single person cannot handle the t o t a l work on a l l the 
four parameters, the work i s s p l i t i n t o parts. The diagrams, a and b, of Figure 
8 . 8 depict two basic work s p l i t t i n g methods. 
Operation I Operation 2 eration 
Person, A Finished Product 1 
Person B Finished Product 2 
Person C Finished Product 3 
( a ) : P a r a l l e l Work S p l i t t i n 
Person A 
Operation-1 
Person B 
Operation 2 
Person C 
Operation 3 
Finished Product 1 
Finished Product 2 
Finished Product 3 
( b ) : Sequential work s p l i t t i n g . 
Figure 8.8 •. Pa R-j r Wni-v 
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Diagram (a) of Figure 8.8 shows three persons each performing three 
d i s t i n c t operations one a f t e r the other. Each person, on f i n i s h i n g the three 
operations, starts with Operation 1. As at any movement, f i r s t l y each one of 
the operatives could be performing on the same operation, say 1 (or 2 or 3)> 
and, secondly, each operative performs the subsequent operations only on the 
items f o r which he has performed the e a r l i e r operations, t h i s method of work 
s p l i t t i n g has been labelled p a r a l l e l work s p l i t t i n g . 
Diagram (b) of Figure 8.8 shows three operatives each one of whom w i l l 
repeatedly perform the same assigned operation (say, either operation 1, or 
operation 2 or operation 3). As operative C must wait t i l l operative B has 
t o t a l l y completed his operation, and B i n t u r n has t o wait f o r A t o complete his 
operations, t h i s method of work s p l i t t i n g has been labelled sequential work 
s p l i t t i n g . 
Note that the labels assigned t o the methods are according t o organisation 
of operatives. 
Note also that sequential s p l i t t i n g , as shown here, begets a rudimentary 
fcrm of work specialism. 
Each of these two forms of work s p l i t t i n g offers some advantages and some 
disadvantages. 
From these basic configurations depending on the requisite loading on the 
parameters of work type, q u a l i t y , quantity and timing, more complicated, but 
essentially composed of these two basic forms, designs can be obtained. Some 
aspects of immediate relevance a r i s i n g from complex designs w i l l now be discussed. 
8.4°2. Determination of one .job leads t o the determination of other .jobs 
The agreement t o co-operate that was discussed i n the foregoing subsection 
leads t o the structuring of the organisation (Brown (l97l))<> The structure i s 
one of work roles. Two important aspects of work roles are functional specialism 
and authority. Organisations can be given d i f f e r e n t s t r u c t u r a l form and shape 
through variations on these basic variables. The diagrams of Figure 8.9 depict 
conceptualisation of functional specialism and authority as these relate t o ' t o t a l 
work' , which was discussed i n the foregoing subsection. 
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A) 
B 
C) ( I ) ( J (c) i (j) D 
E 
i i r G H (T)) (iti ( v ) (a) f H l 
\ - • \ —v \ - • \ — / \ -
( c ) : authority ( b ) : Work s p l i t t i n g , i«e 
): Total work fun c t i o n a l specialism 
Figure 8 . 9 ; Concepts of functional specialism and authority related t o 
' t o t a l work' 
The discussion on how the determination of one job leads t o the determina-
t i o n of other jobs w i l l be conducted through 'situation analysis '. As the 
concept under discussion i s important three situations w i l l be analysed. I t 
w i l l be noted that each s i t u a t i o n analysed attempts t o capture the ' r e a l i t y of 
management' progressively more than the one before i t . However, as more of the 
' r e a l i t y ' i s captured the number of side-tracking issues that can emerge becomes 
progressively larger too<> So a caveat i s made i n advance: each of the situations 
described should be looked upon from the l i m i t e d perspective of how the deter-
mination of one job leads t o the determination of other jobs;*' 
Each of the situations w i l l be analysed from the perspective of a single 
job, which w i l l be referred t o as the 'focal job'. The s i t u a t i o n i n each case 
i s being described with respect t o the job holder, say, i n Position C with 
respect t o the diagram (c) of Figure 8 . 9 , and whose function specialism, i s 
marked C i n diagram (b) of the same f i g u r e . 
Situation 1 . Suppose the position holder i s t o l d that the working times are 
9 . 0 0 - 1 7 0 0 hours. The working hours aspect of work are not informative on the 
work contents - t h i s i s simply an organisational operating procedure. However, 
the fact that one in d i v i d u a l i s being asked to work at specified times necessitate 
that somebody else i n the organisation has the r e s p o n s i b i l i t y to check that t h i s 
i s being done by the fo c a l person. More often than not, t h i s r e s p o n s i b i l i t y 
l i e s w ith the boss. 
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Situation 2. I f an organisation wants the fo c a l person's performance evaluated 
then the r e s p o n s i b i l i t y of conducting t h i s appraisal has t o be assigned t o some-
body. I n most appraisal plans t h i s r e s p o n s i b i l i t y l i e s with either the boss, or 
the boss's boss, and i n some instances both these individuals may be involved 
t o some degree. I n other words, the assignment of duties t o the f o c a l person 
determines his work and the appraisal of performance determines the work of the 
boss. Of course, the boss i n a l l l i k e l i h o o d w i l l also be involved i n the assign-
ment of work which i s the f i r s t step i n the appraisal process. Thus i n determin-
ing the job of the f o c a l person the jobs of members of his role-set are also 
being designated. 
Situation 3. Suppose the f o c a l person i s the Production Manager i n charge of a 
shop making 10 products over k machines. Of course, somebody w i t h i n the organi-
sation w i l l be responsible f o r ensuring that the Production Manager receives the 
needed raw materials i n the needed quantity, of the acceptable q u a l i t y and at the 
correct time. Suppose the person responsible f o r the supplies i s occupier 
Position B (as shown i n diagram (c) of Figure 8.9) • 
Now suppose the decision i s made t o modify the production ( a f f e c t i n g product 
v a r i e t y , q u a l i t y , quantity or the rate t h e r e o f ) . 
I n t h i s s i t u a t i o n , prima facie evidence would suggest that i n a l l l i k e l i h o o d 
the modifications i n the job of the Production Manager would be reflected i n , or 
induce, modifications to the job of B, the person responsible f o r supplies. 
Moreover, the degree of modification t o the Production Manager's job would be 
the degree to which the supplies organiser's job would be modified. 
The supplies organiser's job would be modified i n some of the following ways 
the storage of incoming materials; negotiation of new discounts on the basis of 
new demand; contracts with d i f f e r e n t suppliers, etc. 
In addition t o the above discussed changes i n the job of the supplies 
manager, B, due t o modifications i n the Production Manager's job, other members 
of the Production Manager's role-set are equally l i k e l y to be affected. I f the 
i n d i v i d u a l occupying position I were the Machinery Servicing Manager, changes 
i n production would be l i k e l y also t o affect his work schedules. S i m i l a r l y , i f 
the i n d i v i d u a l occupying position J were the Sales and D i s t r i b u t i o n Manager, then 
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modifications t o production would be l i k e l y t o affect his job as w e l l . 
The purpose of analysing the above three situations i s that the conclusions 
ther e i n should serve as evidence t o the statement: The interconnecting nature of 
jobs, especially managerial jobs, i s such that no single job can be designed i n 
i s o l a t i o n , except i n a very t r i v i a l way. A corollary of t h i s would be that 
single jobs cannot be redesigned (except where the modifications involved are 
not related t o work); only a cluster of jobs can be redesigned. 
The job modification study, reported i n Chapter 7 > further supports the 
above contention. I n that study> .81$ of the respondents reported modifications 
to t h e i r jobs inducing modifications t o other jobs. 
The acceptance of the above argument c a l l s f o r a c l a r i f i c a t i o n on the 
various units involved i n the process of job design and redesign. Before d i s -
cussing the units of job design (or redesign) process, which i s done i n sub-
section 8 . 4 » 4 J another issue having a bearing on the units problem m i l be d i s -
cussed. This topic i s concerned with the i n t e r p r e t a t i o n of the term fjob design' 
8 . 4 » 3 « Designing, redesigning and measuring the q u a l i t y of the design of jobs 
With the assumption that designing i s a planned process, the most l i k e l y 
f i r s t step taken by the designer would be the delineation of the design features, 
to be blended, i n and f o r the artefact concerned. Of course, the person commis-
sioning the design may stip u l a t e the features t o be emphasised and impose 
constraints on the features i n the form of product cost, etc. 
However, the number of new products which come out are few; mostly i t i s a 
question of redesign. For example, the new B r i t i s h Leyland car, the Mini-Metro, 
i s said t o have been designed anew. At one l e v e l , yes, i t i s a new design; 
at another l e v e l i t i s a matter of redesign. The case f o r c l a s s i f y i n g i t as r e -
design would be that B r i t i s h Leyland has a given amount of experience i n designing 
cars and made an e f f o r t t o f i n d out the features i n existing cars, t h e i r own as 
w e l l as those of t h e i r competitors, found desirable by the customers. They 
might have even gone one step fa r t h e r and attempted t o f i n d the features consi-
dered desirable but not found i n any currently available car. So the e f f o r t 
was one of improving the features, and introducing new ones - o v e r a l l a redesign 
e f f o r t . 
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The case f o r cl a s s i f y i n g i t as a design e f f o r t would simply be that the 
Mini-Metro did not exist before and i t s previous non-existence implies i t had 
to be designed. 
Individuals j o i n organisations because work exists, or are i n v i t e d t o j o i n 
i n order t o create f u r t h e r work f o r the organisation ( i n the sense of salesmen 
and product development people )o Bui Lhe very fact t h a t the organisation exists 
implies the existence of other jobs as w e l l as the organisational configuration 
of authority, resources, structure and t o t a l work . So, even the assignment 
of the new a r r i v a l t o a newly created position, i s l i k e l y t o modify the existing 
job i n some measure. Thus, even f o r newly created positions one perceives a 
redesign e f f o r t rather than one of design. 
The above argument leads the author t o the conclusion that e f f o r t s at 
modification t o jobs would be more cor r e c t l y labelled as job redesign rather than 
job design. The term redesign r e f l e c t s more precisely the r e a l i t y of what 
happens i n practice. 
The concept of 'the q u a l i t y of the design of a job* developed by the author 
as a result of the study reported i n Chapter 6 , and used t o investigate modifi-
cation to jobs i n Chapter 7 > presupposes the existence of a job, with an occupant 
and a role-set. The three measures proposed f o r measuring the q u a l i t y of the 
design f a c i l i t a t e redesign e f f o r t . 
Having emphasised why the term redesign applies more appropriately t o 
managerial jobs, the author can resume his discussion of the major concern i n 
t h i s section, namely 'units i n the job design process*. A lead has already been 
set on t h i s subject i n the foregoing subsection and t h i s discussion w i l l be 
brought t o an end i n the following subsection. 
8 . 4 « 4 « The units i n the .job redesign process 
Walker ( 1 9 5 0 ) reporting on one of the e a r l i e s t job design experiments 
devoted a subsection t o "Displacement of Personnel". A deduction drawn, i n 
b r i e f , from Walker, would be that i n job design where r e d i s t r i b u t i o n of work i s 
involved the l i k e l i h o o d of people being displaced i s ever present; how high the 
l i k e l i h o o d would depend on the specific s i t u a t i o n . 
698. 
Through the f i l t e r i n g of relevant l i t e r a t u r e and his own research, the 
author . i s led t o the b e l i e f that conceptualisation of the job design process i n 
terms of three units would serve a useful purpose. These three units w i l l now 
be discussed, using the diagram of Figure 8.10. This diagram depicts the 
t o t a l i t y of the work, i n an organisation t o be s p l i t among 20 job holders. Were 
job redesign t o be attempted i n t h i s organisation the units of process to which 
at t e n t i o n should be paid are: 
1» The u n i t of measurement 
2. The u n i t of focus (or the f o c a l u n i t ) 
3« The u n i t of interchange 
Within the 
boundary 
/ 10 \ 13 
0-9 5/ 6 11 \ 15 /17 8 
0 / x 12 X 
Figure 8.10; Work s p l i t t i n g before .job redesign, with superimposed 
boundary f o r the *unit of process' 
The f i r s t step i n the redesign process would be t o draw a boundary around a 
specified work process (which w i l l also i s o l a t e a certain number of job holders) 
or around a certain number of jobs (which w i l l i s o l a t e c e r t a i n work processes)* 
By whichever of these two considerations the boundary i s drawn, a s p l i t t i n g of 
the organisation i n t o two sections w i l l have occurred. The process defined 
here i s conceptualised i n the diagram of Figure 8.10 by drawing a l i n e so as t o 
isolate the work done by seven job holders. The concept TUnit of (job redesign) 
focus' refers t o the work and job holders isolated f o r the purpose of redesign. 
The concept 'Unit of (job redesign) interchange' refers t o the jobs (work 
and job holders) i n the r e s t , or part of the rest, of the organisation from, and 
to, which either work or people from the unit of process can be transferred. 
The necessity of transfer arises when and i f the evaluation of the i n i t i a l 
design indicates either too much work (the parameters of which were discussed 
i n Section 8.4«l)» f o r the set of individuals comprising the f o c a l u n i t , or the 
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other -way aroundo When the work i n the fo c a l unit i s beyond the capacity of 
the f o c a l u n i t individuals the transfer could be accomplished either by s h i f t i n g 
work from the focal unit i n t o the interchange unit or through the transfer of 
individuals from the interchange unit t o the f o c a l unito Were the i n i t i a l con-
d i t i o n s i n the fo c a l unit of work underload type, the r e c t i f i c a t i o n would need 
to be accomplished through transfer i n a mirror image fashion t o that described 
i n the foregoing passage. 
Thus the interchange u n i t acts as a reservoir f o r either work or people. 
Some important aspects emerging from the discussion on the fo c a l and i n t e r -
change units are: 
Note 1: I t i s not being argued that transfer w i l l always be necessary i n 
redesign. The process of redesign could transform the fo c a l unit depicted i n 
Figure 8.10 i n t o that depicted i n Figure S o l i . 
Figure 8.11; Redesign of focal .jobs without transfers t o or from i^.er^hangg_unit 
The s i t u a t i o n where no transfers t o or from the interchange unit occurs could be 
visualised as one where the redesign e f f o r t only called f o r the realignment of 
boundaries. 
Note 2: I t i s not being argued that the f o c a l unit delineation boundary always 
be drawn around only a subset of the t t o t a l work'; t h i s boundary could indeed 
bq drawn t o include a l l the existing work and thereby a l l the ex i s t i n g job 
holders. The resolution of work underload conditions, i n such a case, vjould 
c a l l f o r either the creating of work (and the work created would have t o be not 
only w i t h i n the a b i l i t i e s or wishes of the job holders but also be organisational! 
desirable) or the shedding of individuals no longer necessary; conditions of work 
overload would, then, necessitate either the shedding-off of cert a i n work under-
taken previously or importation of further a b i l i t i e s t o reduce the overloading 
conditions. 
15 11 43 i 34 1 
/ 17 
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Lemma 1. Adjustment created by shedding or creating work could be undertaken with 
respect t o any Focal Unit; even when the Focal Unit boundary does not coincide 
with the i n i t i a l ' t o t a l work' boundary. 
Lemma 2. The conditions i n the Interchange Unit, remain undefined both before 
and a f t e r the job redesign e f f o r t . The fact that only certain jobs are w i t h i n 
the Focal Unit implies that evaluation of the quality of the design f o r only 
these jobs w i l l be undertaken. So even before any changes are made t o the Focal 
Unit jobs, the: s i t u a t i o n (with regard t o the design of jobs) i n the Interchange 
Unit i s unknown. I f the evaluation of the q u a l i t y of the design of the jobs 
w i t h i n the Focal Unit indicates the d e s i r a b i l i t y of modifications, then the 
case where no transfer takes place could be regarded as t r i v i a l f o r the current 
argument; the case where transfer (of either work or people) does occur s t i l l 
leaves unknown the q u a l i t y of the design of the jobs i n the Interchange Unit. 
This i s f o r the following reasons: 
1« The i n i t i a l status of the q u a l i t y of the design was not evaluated. 
2e I t i s not known whether the dynamics of organisation transfer was 
accompanied with shedding or creation of work i n the interchange group 
(or lowering/raising of the personnel numbers). 
The concept 'un i t of (job redesign) measurement' defines what should be 
evaluated f o r determining whether jobs w i t h i n the Focal Unit require redesign. 
As has been consistently maintained through the thesis the object on which 
measurements are performed i s the individual/organisation interface. Thus each 
job holder i n the Focal Unit gives r i s e t o an object on which measurements are 
necessary. 
Note that the transfer of people from or t o , the Focal Unit can change the 
number of individual/organisation interfaces i n the Focal Unit. Thus, s t a r t i n g 
with the i n i t i a l number of, say, 4, job holders i n the Focal Unit, as a conse-
quence of adjustments necessary the end number could be either the same as, or 
di f f e r e n t from, the s t a r t i n g number; when d i f f e r e n t , the f i n a l number could 
either be more or less than the i n i t i a l number. 
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Since the purpose of redesign i s the improvement i n the q u a l i t y of the 
design, the number of jobs designed w i l l be designated by the f i n a l number of 
individual/organisation interfaces i n the Focal Unit, be the s t a r t i n g number 
more or less than t h i s number. 
Note 3: I t i s not being argued that transfers from and t o the Focal Unit take 
place only through s h i f t i n g of work or modifying the numbers of job holders i n 
the Focal Unit. Qualitative a b i l i t y changes could be introduced as follows: 
suppose before the redesign the Focal Unit consists of 7 individuals: 5 plant 
managers and 2 general foremen. I t could be the case that analysis of the 
designs indicate that 4 plant managers and 3 general foremen would be more 
suitable. The transference of one plant manager from the Focal Unit and one 
general foreman t o the Focal Unit would accomplish the desired change while 
keeping constant the work load, and the number of individuals w i t h i n the Focal. 
Unit. I n change such as t h i s , based on a b i l i t y l e v e l , while i t could be argued 
t h a t a b i l i t y l e v e l i n the Interchange Unit has inreased, or decreased (the 
acceptance of t h i s logic leads t o the conclusion that i n the example above, 
the a b i l i t y l e v e l i n the Interchange Unit has increased), the effect on the 
design of jobs i n t h i s unit remains undetermined - i t can neither be asserted 
th a t the q u a l i t y of the design of jobs i n the Interchange Unit w i l l suffer nor 
can' i t be proved that t h i s w i l l have improved. 
An item fundamental t o the conceptualisation of u n i t s , as discussed above, 
i s that although the Focal and Interchange Units may coincide, the unit of 
measurement remains d i s t i n c t . I t i s i n fact measurements of t h i s unit that 
distinguish the job design process from others, similar as these might be i n 
t h e i r effects, e.g. organisation design. 
The job design process as described above could thus be successively ap p l i 
t o eventually cover the whole organisation. 
The analysis on the units of the job design process concludes here. I n 
the next section are discussed ways i n which the exercise of designing jobs 
may be conducted. 
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8.5* Ways of conducting a .job redesign exercise 
Before discussing the main topic, an issue arising from the topic w i l l be 
b r i e f l y focused upon. One of the queries raised i n discussion of job design 
could be stated as: "How long did (or w i l l ) the effects of redesign l a s t ? " (see 
McLean and Sims (1978) and Buchanan (1979))• The issue could be discussed 
through an analogy with a f o o t b a l l or cricket p i t c h . 
The p i t c h has t o be l a i d and maintained: the i n i t i a l laying i s followed 
up with mowing, watering, weeding and other forms of repair. The maintenance 
a c t i v i t i e s may themselves be a function of the wear and tear the p i t c h i s 
subjected t o . However, a f t e r some time, the i n i t i a l laying may have undergone 
such degradation as t o necessitate, or the a v a i l a b i l i t y of improved form of 
t u r f may suggest gains through, the relaying of the pit ch. 
The two aspects of interest f o r job design i n the analogy are the constant 
endeavour to maintain the q u a l i t y and every so often, when either the q u a l i t y 
degrades to beyond repair or improvements on even the o r i g i n a l 1 can be i n t r o -
duced, the re-employment of the o r i g i n a l undertaking - laying. 
The author recommends that the q u a l i t y of the design of a job should be 
given a perspective similar t o the perspective on the q u a l i t y of the p i t c h . 
A departure from the analogy, i n the case of job design, would be that while 
the q u a l i t y of the p i t c h may be discerned from physical a t t r i b u t e s alone, i n the 
case of job design the status of the q u a l i t y can be discerned largely through 
constructs. 
Drawing from the analogy as w e l l as t o r e i t e r a t e the author's views on 
job design along with putting the t i t l e of the sub-section i n t o context, while 
the q u a l i t y of the design of a job has t o be constantly evaluated and adjusted, 
from time t o time a redesign exercise may have to be undertaken. Mote that 
redesign consists of two steps: analysis and synthesis. I n the analysis step 
the q u a l i t y of the design i s evaluated; the synthesis step i s undertaken only 
i f the existing design i s found t o be deficient or, conversely, i f improvement 
opportunities become evident. Thus, in. the t e x t t o follow, the formal 
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evaluation of the q u a l i t y of the design i s included. I n t h i s context, i t 
should be remarked that the constant adjustments discussed e a r l i e r i n t h i s 
section imply informal undertakings. 
In the t e x t t o f o l l o w a multi-application, i t e r a t i v e , two step job design 
process model i s discussed. The two steps referred to. are the analysis and 
synthesis parts respectively. 
Step 1 
Act 1: Delineate the Focal Unit (and thereby the Interchange Unit i s defined). 
Act 2: Measure the q u a l i t y of the design of the jobs i n the Focal Unit. 
Step 2 
Redesign the jobs in the Focal Unit, changing where necessary the i n i t i a l 
composition of work or membership thereof; these changes being effected through 
either withdrawals from or deposits into the Interchange Unit. The method of 
creating or shedding of work could also be used. Note that the creation/sheddin 
of work may i t s e l f have implications f o r the Interchange Unit. 
The two steps, undertaken i n that order,basically conclude the exercise but 
f o r the measurement of the q u a l i t y of design on the redesigned jobs and the 
following organisational considerations a r i s i n g from the use of the two-step 
model. 
Consideration 1 - Multi-use 
I n medicine i t has long been recognised that i f a substance i s r e a l l y 
active i t carries the p o t e n t i a l of adverse reactions. Often the efficacy i s i n 
r e l a t i o n to some specific body system but the adverse reactions a r i s i n g from the 
use of i t , emerging either because the substance i s not tolerated by other 
systems of the body or because changes precipitated i n the treated system are 
not supportable by other systems, are located i n other systems and parts of the 
body. The l e v e l of dosage also plays a r o l e , and i s considered accounted f o r 
i n the exposition. Of course, not a l l side effects are adverse; b e n e f i c i a l 
side effects can also emerge. In medical practice, i t i s considered wise to 
monitor f o r side effects because thepotential f o r adverse ones e x i s t . 
A conclusion from the above, applicable to job design, would be that on 
conclusion of a 2-step job design exercise, according to the model described 
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e a r l i e r , the evaluation of the q u a l i t y of design i n the former Interchange Unit 
should now be attempted. 
Note that psychological changes i n the interchange group may occur although 
no physical changes may be made through transfers, while the."Focal Unit jobs 
are being designed. The psychological changes being alluded t o are of the type 
normally discussed i n l i t e r a t u r e under the rubric "Hawthorne Effect" (see 
O'Shaughnessy (1976)), or "Reverse- Hawthorne Effect" (see Emery and Thorsrud 
(1976)). These two effects may be explained b r i e f l y as: 
Hawthorne effect - the members of the Focal Unit finding s a t i s f a c t i o n 
from and t h e i r performance improving as a consequence of attention 
being devoted t o them. 
Reverse Hawthorne effect - the members of the Focal Unit, f i n d i n g 
d i s s a t i s f a c t i o n and/or t h e i r performance deteriorating as a 
consequence of the at t e n t i o n being given t o them. 
The converse.of these two would be the effects on the Interchange Unit as a 
consequence of a t t e n t i o n being devoted t o the Focal Unit: the members of the 
Interchange Unit may, drawing from the Hawthorne Effect, be d i s s a t i s f i e d f o r 
the lack of at t e n t i o n ; s i m i l a r l y , drawing from the Reverse Hawthorne Effect, 
the-.same individuals may, unwarrantedly, be s a t i s f i e d because attention i s being 
devoted to others. I n f a c t the f i r s t of these two converse conditions has been 
found to obtain and is reported by Locke, Sirota and Wolfson (1976). These 
researchers report that people whose jobs were not involved i n the redesign 
effort' became alienated. 
However, the above discussion on psychological effects of focusing atten-
t i o n on specific groups does not constitute an indictment of the job redesign 
process - rather i t suggests that a policy statement should be issued before 
s t a r t i n g the process on any u n i t , and that i t should be part of the policy to 
eventually cover the whole organisation, by successive delineations of Focal 
Units. 
The follow-up as proposed above would imply s t a r t i n g at Step 1, Act 1 of 
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the Model as described earlier.. However, since the completion of the two 
steps i s the end f o r a job design study, the follow-up undertaking would be a 
second, or fur t h e r , study. The process of job design as described i s one of 
successive delineation of Focal Units. 
The above exposition may prompt the query: 'Within the same organisation, 
must one exercise be concluded before the next one i s started". The answer i s 
no; two or more projects may be simultaneously conducted provided, and t h i s i s 
an important caveat, with respect t o each ongoing project a clear d i s t i n c t i o n 
were made between the Focal Units. The Interchange Unit, serving as a reservoir, 
may be the same for two or more projects. 
Thus t o -cover the whole organisation , job design model may have t o be 
applied propagatively. 
Consideration 2 - Membership of Job Redesign Project 
Authority aspects 
I t has been suggested that transfers of either work or people may be 
necessary i n the synthesis step. Given the authority structure w i t h i n organisa-
t i o n s , i t thus follows that individuals who have the requisite authority t o 
authorise these changes would be involved i n the job design project. As the 
degree or amount of tra n s f e r necessary would be a function of the specific 
s i t u a t i o n and further since authority d i s t r i b u t i o n with organisations can be 
d i f f e r e n t , i n specific situations i t could be the case that the involvement of 
the boss's boss i s essential. 
Organisational s a t i s f a c t i o n 
For each individual/organisation interface i n the Focal Unit views on 
satisfactoriness of the outputs generated by and demanded from, the job holder 
need determination. The source of statements on organisational s a t i s f a c t i o n 
has already been defined t o be the role-set (including boss, and where applicable 
boss's boss). Thus these individuals would be involved i n the project. 
Mote that the delineation of the Focal Unit i t s e l f w i l l have included the 
more closely related role-set membership into that group. I f i n the course of 
a job design project i t i s found that certain individuals have less t o do with 
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the Focal Unit members than with those out with t h i s u n i t , then a possible 
implication would be that the i n i t i a l boundaries were erroneously drawn. 
Sim i l a r l y , i f some members of the Interchange Unit are found t o have more to do 
w i t h members of the Focal Unit, then t h i s too would indicate the p o s s i b i l i t y of 
erroneous i n i t i a l d e f i n i t i o n of the Focal Unit. With the understanding that 
the redrawing of the boundaries t h i s s i t u a t i o n may necessitate i s not the same 
as "transfers" as discussed e a r l i e r , considerations of project success, especi-
a l l y i f multiple use i s envisaged, would suggest the redrawing of the boundary 
to be a prudent undertaking. 
Note that i f the Focal Unit does not include the boss and the boss's boss, 
etc., these l a t t e r jobs are not being redesigned; the redesign of these l a t t e r 
jobs would be covered under the multiple use consideration. To sum up, although 
the whole role-set takes part i n the project some of these may not be included 
i n the Focal Unit. 
Consideration 3 - I t e r a t i v e Application 
I n the course of multiple-use, the following s i t u a t i o n could arise. After 
some jobs have been designed, through one or more projects, subsequent projects 
may necessitate a 'rethink' on what has already been accomplished - i . e . new 
knowledge may bring to l i g h t facts previously unknown or overlooked. Essentially 
t h i s s i t u a t i o n would show that e a r l i e r focal boundaries were drawn with too 
l i m i t e d a perspective - and that t h i s led to sub-optimisation. Job redesign may 
therefore have t o be i t e r a t e d with varying boundary delineations. 
The proposals above on the conduct of the redesign process would gain sup-
port from Monczka and Reif (1973)> who themselves suggest that job redesign be 
undertaken as part of a systems approach with the design of the job as part of 
the entire organisation system. The contingent job design model defined by the 
author (and thecontingent methodology discussed i n Section 8.6), possesses the 
characteristics to f a c i l i t a t e optimisation on the dimensions of job characteri-
s t i c s , i n d i v i d u a l and group characteristics, technology and management, suggested 
by Monczka and Reif. 
This concludes the discussion on ways of conducting job redesign exercises. 
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I t could be said that given the suggestion on multi-use and i t e r a t i v e a p p l i -
cations, as w e l l as informal a t t e n t i o n to the q u a l i t y of design, the design 
of jobs i s something that requires constant at t e n t i o n . 
I n the next section i s presented a methodology that the author found t o 
possess some of the a t t r i b u t e s and q u a l i t i e s necessary f o r job design. 
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8.6. A Methodology f o r .job design 
The two types of information required f o r job redesign, or f o r the 
evaluation of the design of a job (which i s the f i r s t step i n a redesign 
exercise), have been proposed as: 
1. The documentation of the job (capturing the job as performed by the 
job holder). 
2. The experience-in-job of both the job holder and the organisation. 
F a i r l y early on i n the research i t became obvious to the author that job descrip-
t i o n s i n the form commonly available may not be usable f o r the purpose of job 
design. The•discussion on job descriptions i s i n Chapter 3« B r i e f l y , the 
reason f o r r e j e c t i n g job descriptions, as commonly available, i s adequately 
summed up by Cumming and Schwab (1978): 
i t has become increasingly apparent that most jobs are not solely 
and completely defined by the organisation through the process of job 
analysis and job descriptions. Incumbents t o jobs enact and change the 
nature of t h e i r jobs over time. The manner and subtleties of performing 
f o r many jobs provide ample opportunities f o r individuals t o express 
t h e i r performance and s k i l l s i n a c t u a l l y carrying out the formal require-
ments of the task". 
Cumming and Schwab might w e l l have included the element of constraint that 
Stewart (1976) found i n jobs, instead ofconcentrating on opportunities alone. 
Hoitfever, the purpose of the quotation i s t o support the argument on u n s u i t a b i l i t y 
f o r job design of available job descriptions - and t h i s support i s c l e a r l y 
provided. 
The author's own research i n t o managerial job design had indicated that 
managerial job holders themselves operationalise t h e i r own jobs to quite an 
extent (Chapter 6) and f i n d the job descriptions given t o them of low u t i l i t y 
f o r learning about t h e i r own jobs (Chapter 7 ) . 
I n Chapter 3 are presented and discussed other methodologies used i n a r r i v -
ing at the descriptions of the nature of the managerial job. For a r r i v i n g at a 
documentation of the managerial job, these were also considered inappropriate 
f o r the purpose of job design as and f o r reasons stated therein. 
As f o r a r r i v i n g at the descriptions of experience-in-job the state of 
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existing theory on job design i s as follows: 
( i ) No consideration 
( i i ) Presupposition 
( i i i ) Problems known 
( i v ) Domain of problems 
- Tavistock 
- Taylor 
- Herzberg 
known - Hackman and Lawler 
Note that i n the above l i s t Tavistock i s included on account of i t s e a r l i e r inclu-
sion i n Chapter 5> the application of c r i t e r i a drawn from the discussion i n 
Section 4 of t h i s chapter would lead t o exclusion of t h i s work from discussions 
on job design - the work done w i t h i n the Tavistock t r a d i t i o n would be more 
appropriately c l a s s i f i e d as organisation design. 
The use of questionnaires t o e l i c i t information on i n d i v i d u a l experience i n 
job was rejected f o r two reasons: 
1. Questionnaires can only be designed when the questionnaire designer 
knows the domain of the problem. Given th a t i n t h i s thesis i t has been 
strongly emphasised that experience-in-job i s a unique and s i t u a t i o n -
specific variable, and that the domain of the s i t u a t i o n and i n d i v i d u a l 
experiences i s p r a c t i c a l l y unlimited, a questionnaire method could not 
be used. 
2. I n medical research i t i s generally accepted that i f adverse reactions 
are collected by the questionnaire method, the reportage i s 'blown' 
compared with the -'free reportage' method. 
In job design, since the purpose of gathering the information on 
experience-in-job would be known t o the people concerned - attempt at 
r e c t i f i c a t i o n i f the s i t u a t i o n were found to be undesirable, the 
analogy with medical research would obtain and thus r e a l problems and 
opportunities for improvement would be conflated w i t h the pseudo. 
Note that once the problem has been defined, the methodology could be 
used t o strengthen the o r i g i n a l hypothesis. 
The author's reading i n t o l i t e r a t u r e on applied organisational work and 
organisation theory, however, gave clues t o how the information on experience-
in-job could be gathered. Concentration on t h i s type of l i t e r a t u r e led t o the 
710. 
delineation of a methodology that p o t e n t i a l l y provided a framework through 
which not only experience-in-job but also the description of the job could be 
obtained. 
6.6.1. Clues on methods f o r gathering information on experience-in-job 
E a r l i e r on, i n Chapter 2, reference i s made t o the work of Bakke (1950) 
and Mumford (1972) who developed the concepts of 'bonds' and 'contracts', 
respectively; t o the author i t seemed l o g i c a l that the experience-in-job i s 
some function of what the i n d i v i d u a l and the organisation were both seeking i n 
the bond or contract that brought them together i n the f i r s t place. 
Lorsch (1979) essentially pursuing the aforementioned l i n e of th i n k i n g , 
but l i n k i n g i t more to jobs, writes: 
"While t h i s contract i s not binding i n the l e g a l sense, i t i s of 
psychological importance. Employees have certain expectations about 
what they are t o get from t h e i r work i n the company - both economically 
and psychologically. I f these expectations are not met, the employee 
becomes d i s s a t i s f i e d and ultimately can express themselves by walking 
out the door". 
Of import i n the above quotation i s the concept of expectations held by the 
employee. The word expectation i s being used by Lorsch t o convey the meaning 
of 'what the in d i v i d u a l would l i k e or wants'; i t i s not to be interpreted i n 
the sense of p r o b a b i l i t y . The probabilistic i n t e r p r e t a t i o n of expectation, f o r 
somebody who has done something wrong might be punishment; but his expectation 
i n the sense of *what he would l i k e t o happen' could w e l l be that he receive a 
second chance. 
The concept has been formulated by Lorsch from the perspective of the 
i n d i v i d u a l . The converse formulation where the focus would be on the expecta-
tions held by the organisation cmld be made. The o r i g i n a l formulation plus t h 
converse formulation would then r e f l e c t the wholeness of the job contract and 
be of direct relevance t o the conception of job design being developed i n t h i s 
thesis. 
Further on, Lorsch while s t i l l b u ilding his thesis from the i n d i v i d u a l 
perspectives, narrates the case of how an organisation diagnosed f r i c t i o n at 
theindividual/organisation interface by seeking: 
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answers t o two simple questions: What-did the employees 
expect from the company? And how w e l l were these expectations 
being met?" 
The difference between what the i n d i v i d u a l expects and what actually obtains, 
i t follows from Lorsch, determines the f r i c t i o n . Moreover, given that on the 
topic of f u l f i l m e n t of expectations, House, F i l l y and Gujarati (1971) w r i t e : 
"Subordinate expectations, t o the extent that they are f u l f i l l e d , 
represent degrees of s a t i s f a c t i o n with the job and the organisational 
environment". 
I t could be surmised that the degrees of variance between 'what should be' and 
'what i s ' would be the degrees t o which the i n d i v i d u a l perceives the lowering 
i n his own efficiency (as discussed i n Section 8.1). 
Of course, a converse formulation - that from the organisational perspec-
t i v e - could be b u i l t i n a manner similar t o the above formulation f o r the 
i n d i v i d u a l . 
The perception of low i n d i v i d u a l e f f i c i e n c y , depending on the individual's 
s e n s i t i v i t y , would cause i n t e r n a l c o n f l i c t and the res u l t i n g reaction would have 
the propensity t o cause c o n f l i c t between the i n d i v i d u a l and whatever was on the 
other side of the in t e r f a c i n g surface - i n job design i t i s the organisation. 
This contention would f i n d support from Dyer (19 72), who giving his perspective 
on team building writes: 
"A more useful way t o understand c o n f l i c t i s t o view i t as the result 
of a v i o l a t i o n of expectations. Whenever the behaviour of one person 
violates the expectations of another, i t can be predicted that negative 
reaction w i l l r e s u l t " . 
To conclude, i t could thus be surmised t h a t , i n essence, job redesign would 
require f i n d i n g out the v i o l a t i o n of expectations of both the i n d i v i d u a l and the 
organisation, so as t o attempt t o negotiate the reduction or removal of the 
v i o l a t i o n . 
Expectations as a product of Weltanschauung 
An individual's expectation conveys the image he holds of himself and the 
others involved i n the statement of the expectation. For example, the person 
saying that he expects his subordinates t o be l o y a l i s suggesting, besides 
the obvious behavioural expectations of the subordinates, that he, f o r 
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whatever reasons, values or prefers l o y a l t y . 
From the above,statements of what one i n d i v i d u a l expects from the others 
could therefore be interpreted as arising from the relationship between them as 
w e l l as the individual's past learning - they are normative assertions. The 
past learning refers not only t o general learning but also specific learning -
specific t o cither the generic class or even at the" l e v e l of the person or thing. 
Thus, normative statements may r e f l e c t how the subject sees the future (or 
even the past) without him (the subject) endeavouring t o make a comparison of 
any kind. But without the subject indicating some modicum of comparison no 
deductions can be made regarding the experience drawn. 
Statements on v i o l a t i o n of expectations 
Pollard (1949) w r i t e s : 
nTo know exactly how you stand as an employee and, i n addition, to have 
your boss aware of your expectations and ambitions i s one of the most 
important and d i f f i c u l t management problems. Important, because good 
placement depends on i t and poor placement means i n e f f i c i e n c y and low 
morale. D i f f i c u l t because we a l l have had too l i t t l e t r a i n i n g and 
practice i n the kind of analysis and expression required t o appraise 
and describe our subordinates or ourselves. D i f f i c u l t also because of 
the high degree of s e l f honesty, courage, tact and freedom from 
prejudice needed". 
The author interprets the above text t o imply that statements of expectations 
can themselves r e f l e c t , and be regarded, as v i o l a t i o n s thereof. Look at i t 
t h i s way: i f a. subordinate went to his boss and simply stated that he 
expected t o be paid £2,OOO/month i n the future, under the assumption that one 
of the following three situations obtains: 
- i n the past he was paid less ) v i o l a t i o n of expectation of 
- i n the past he received more ) either the boss or the job 
- i n the past he had received the same amount holder 
i t now depends on whether or not the boss had dwelt on the subject of the sub-
ordinate's salary at a l l , and, i f so, what opinion he holds as t o the correctness 
or incorrectness of the salary; moreover, i f views on incorrectness were held 
whether he thought of the salary as being too high or too low. 
Thus the l i k e l i h o o d of the statement being interpreted by the boss as 
indi c a t i n g subordinate d i s s a t i s f a c t i o n with the current salary levels i s ever 
present. 
ions ion o 
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I t i s i n the context of the ever present p o s s i b i l i t y of two way i n t e r -
p r etation that Pollard's quotation with i t s emphasis on "honesty, courage, t a c t 
and freedom from prejudice", can be given i n t e r p r e t a t i o n . 
Note that the judgemental element may be contained i n the statement of the 
expectation and thus be provided by theperson making the statement or l e f t out 
so as t o be injected by the person who i s the object of the expectation. I n the 
example given, the o r i g i n a l statement of expectation made by the subordinate 
did not contain the judgemental element; i t was l e f t f o r the boss to int e r p r e t 
the statement by i n j e c t i n g the judgemental element. 
Thus statements of expectations which can be given judgemental i n t e r p r e t a -
t i o n by the two parties t o the conversation may or may not lend judgemental 
connotations to a t h i r d party. 
I n conclusion, then, the above discussed type of l i t e r a t u r e indicated t o 
the author some ways of capturing the experience-in-job. Next w i l l be discussed 
a methodology which appeared t o the author t o have the p o t e n t i a l f o r development 
as a job design methodology. 
8.6.2. The methodology of the Expectations Approach 
The methodology about to be discussed was developed f o r communication 
auditing. Machin (1975) published his seminal paper on the approach which was 
l a t e r used by G. Wilson (1978A) f o r generating job descriptions. The f i r s t 
research by Wilson was found to be of such merit that the Royal Navy commissioned 
him to help produce a set of job descriptions f o r a detachment of units on 
regular f i s h e r i e s protection assignment. 
The main thrust of Machin's research.,', and what led to the development of 
the methodology, has been i n ways of improving organisational communication 
and thence organisational effectivensss (Machin (1977)). However, examination 
of the Expectations Approach (EA) methodology revealed that not only the 
organisational effectiveness and efficiency but also i n d i v i d u a l effectiveness 
and e f f i c i e n c y would come t o l i g h t through i t s application. However, since t h i s 
aspect of the methodology has t o do with f u l f i l m e n t of c r i t e r i a on characteri-
s t i c s , i t w i l l be discussed a l i t t l e l a t e r , i n Section 8.6.3» a f t e r a b r i e f 
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discussion on the modus operandi or technique of the EA methodology. This 
f 
discussion may also reveal some of the implied characteristics, a fact •which 
i t s e l f helps towards shortening the discussion on characteristics possessed. 
Modus operandi 
I n the EA. methodology each job holder defines two d i s t i n c t role-sets: input 
role-set andoutput role—Ret. ; i-e- composites of individuals supplying the job 
holder with his inputs and receiving outputs generated by him. Of course, i n 
r e a l i t y , these two role-sets w i l l overlap; moreover, the overlap would be 
complete i f the t r i v i a l case of request and response were included. However, 
note that the methodology does make the conceptual d i s t i n c t i o n between the input 
and output role-sets, and t h i s f o r job design purposes, the author regards as 
important. 
Having defined his two role-sets, the job holder then states what he 
'actually' expects from those who supply him with inputs; with regard t o the 
output role-set, the job holder states what he 'perceives' others t o expect 
from him. The basis of the methodological d i s t i n c t i o n between 'actual' and 
'perceived' i s linked t o the concepts of effectiveness: an i n d i v i d u a l generates 
outputs (type, q u a l i t y , quantity, timing) according t o what he perceives the 
demands on him t o be; with respect t o his inputs, on the other hand, he could 
actually be more specific. I n other words, once the job holder determines what 
i s needed from him (corr e c t l y or i n c o r r e c t l y ) , taking his own and others circum-
stances i n t o consideration, he could a r t i c u l a t e his needs as actual. E a r l i e r 
discussions (passim Chapters 2 = 7 ) on role ambiguity, role uncertainty, c o n f l i c t -
ing demands, etc. would indicate that since the l i k e l i h o o d of the job holder 
perceiving thesituation extant i n c o r r e c t l y i s ever present, the use of the 
terms 'actual' and 'perceived' as labels f o r the inputs and outputs are 
generally appropriate but specific t o job design, they are desirable and useful* 
The above delineation of the role-sets and spe c i f i c a t i o n of theinputs and 
outputs i s the modus operandi of the EA methodology. Of course, there are some 
technical d e t a i l s connected with application which are not being mentioned here. 
7 1 5 . 
From .job description to .job design 
One inference from the discussion i n sub-section 8 . 6 . 1 . would be that 
expectations can be given two a t t r i b u t i o n s : face value and interpretationo 
I n t e r p r e t a t i o n requires knowledge of the circumstances - the past happenings. 
Face value requires no i n t e r p r e t a t i o n - the statement designates some desired 
future outcome. 
For example, consider the following statement, from everyday, language: 
" I t should be 0°C. tomorrow " 
The face value a t t r i b u t i o n would seek neither the reference t o today Ts tempera-
ture nor attempt t o f i n d out the circumstances which led t o the statement. 
This i s a descriptive a t t r i b u t i o n . 
The i n t e r p r e t a t i v e a t t r i b u t i o n , on the other hand, would be based on either 
comparative analysis - i s the temperature today d i f f e r e n t from zero degrees -
or the knowledge of circumstance, which prompted the statement. The degree of 
precision with which the circumstances become known although important and 
relevant f o r i n t e r p r e t a t i o n hardly matter i n the current argument. 
Going through the data and report on job descriptions prepared by G. Wilson, 
referenced e a r l i e r , and some other raw data collected by Machin i n the course 
of his organisational communication audits ( i n c i d e n t a l l y , the same raw data 
was used by Machin and Iyn Wilson f o r t h e i r l a t e r publication i n 1 9 7 9 ) > the 
author found that the data pertained not only t o descriptive a t t r i b u t i o n class 
but also t o the i n t e r p r e t a t i v e a t t r i b u t i o n class. I n a way t h i s i t s e l f was not 
a surprise - i n subsection 8 . 6 . 1 . has already been discussed how experience-in-
job i s the basis of expectations, while G. Wilson had already successfully used 
the EA. methodology f o r job descriptions. This r e a l data, however, provides the 
opportunity f o r presenting an example, from statements w r i t t e n by managers, t o 
show how the descriptive and i n t e r p r e t a t i v e a t t r i b u t i o n s can be d i f f e r e n t i a t e d . 
Example: The following three statements were w r i t t e n by managerial l e v e l 
personnel as the fActual' expectations they held of t h e i r bosses. 
A l l three statements come from d i f f e r e n t communication audit studies, 
and have no relationship with one another, save f o r the commonality 
of t o p i c . 
7 1 6 , 
lo "To r e c r u i t s t a f f quickly, we are s t i l l undermanned".. 
2 o "To take action and help resolveproblems due t o chronic 
s t a f f shortages"o 
3 ° "Ensure adequate plant-manning personnel". 
I t i s the author's view that the t h i r d of the above statements i s 
essentially a descriptive attribution,. I t c l e a r l y defines the boss's 
job, at least t o the extent that the subordinate regards the acquisi-
t i o n of personnel as a r e s p o n s i b i l i t y w i t h i n the province of the bosSo 
For job design purposes, the statement provides the subject on which 
fur t h e r investigation may, or may not, reveal s t a f f shortages (or f o r 
that matter over-manning)<> 
The f j _ r s t two statements are i n t e r p r e t a t i v e 0 Here the job holders have 
cle a r l y stated the s i t u a t i o n - inadequate a v a i l a b i l i t y of human resource-
of direct concern t o job design,, Note that i n the i n t e r p r e t a t i v e 
a t t r i b u t i o n , the descriptive a t t r i b u t i o n i s implied: both these 
statements imply that the subordinate holds the boss responsible f o r 
providing them with s t a f f . I n t e r p r e t a t i v e a t t r i b u t i o n thus r e f l e c t s 
the experience-in-job of the job holder while the same could not be 
said f o r the descriptive statements. 
From the foregoing example i t could be concluded that whereas G. Wilson 
used the EA. methodology only f o r deriving job descriptions, the methodology 
could be equally f a c i l i t a t i v e i n applied job designo Before departing from the 
subject at hand, i t would be relevant t o give a b r i e f statement on G. Wilson's 
application of the EA. methodology to job descriptions. The approach was 
e f f e c t i v e l y applied as follows: 
To derive the job descriptions f o r a captain of a vessel, a l l the relevant 
o f f i c e r s , on ship and on the shore, wrote statements on what they expected 
the captain 'actually' t o do. The captain also wrote statements of what 
he 'perceived' was expected of hijn by the aforementioned members of 
the role sets. This was done with respect to three ships. 
The inappropriate (as defined by the Navy) expectations were thrown out 
and the others, matched for verbalisation, aggregated/consolidated i n t o a 
l i s t . The l i s t thus produced constituted the job description of each of 
the 3 captains (and perhaps others who might l a t e r be appointed captain 
and even perhaps f o r the captains of ships, operating from other bases, 
but on similar assignments) 0 
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For job design purposes, following from the above discussion, there was a 
clear i n d i c a t i o n that the EA methodology had the p o t e n t i a l whereby the two kinds 
of information required, the description of the job and the experience-in-job, 
could be simultaneously collected* The c o l l e c t i o n , and simultaneous c o l l e c t i o n 
were two at t r i b u t e s delineated i n Section 8 . 2 . I n the next sub-section i s the 
author's evaluation of the EA methnrtnlogy f o r other characteristics, delineated 
at the beginning of t h i s chapter, as necessary, additional and desirable f o r a 
job design methodology t o possess. 
8 . 6 . 3 » Evaluation of the EA. methodology f o r characteristics 
The evaluation of the methodology i s based on appraisal of raw data, made 
available to the author by the inventor of the Communication Audit Methodology, 
and maintained by him i n archives at Durham University Business School. B r i e f s , 
based on t h i s data, i n the form of Working Papers are also available from DUBS 
(see Brookes, McCormack and Seabury ( 1 9 7 9 ) ) » 
Data revealed that the EA methodology had the p o t e n t i a l t o permit input-
output analysis of the form depicted i n Figure 8 . 3 • 
However, note a point of departure between Machin's t h e o r e t i c a l formulation 
of the input-output concept and that depicted i n Figure 8 « 3 > explained i n terms 
of data examinedo 
Machin has consistently equated the 'actual' expectations held by an i n d i v i -
dual t o the individual's inputs (see Machin ( 1 9 7 7 ) ) Machin ( 1 9 7 3 ) ) ° However 
data revealed that the following three statements w r i t t e n by managers t o be the 
'actual' expectations they held of t h e i r bosses. 
lo "Consult me i n matters that affect operating p o l i c i e s " . 
2 . "Effect change i n d i v i s i o n a l policies which adversely a f f e c t us". 
3 o "Recruit s t a f f quickly, we are s t i l l undermanned". 
Of the above three statements the t h i r d could be interpreted as a request for 
input. The f i r s t of these statements would be interpreted as an 'output' from the 
job holder. To the author, with reference t o Figure 8 . 3 (looking at i t from 
the OUTCOME point of view), the l i k e l y outcome, i f the suggestion contained i n 
the statement were accepted by the object manager, would be the l e g i t imisation of 
an output from the person who wrote the statement. 
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With regard t o the second of the above statements, inference regarding 
whether, f o r the person who wrote the statement, i t i s an input or an output, 
i s even more d i f f i c u l t . The more obvious thing i s t h a t the job of the boss i s 
being defined, f o r whatsoever reasons. For job design purpose a l l the three 
statements would be of high value. Given the above statements, the analyst could 
ask the person who formulated; 
(a) the f i r s t statement:- Were you not consulted i n the past? 
Was the advice you gave not accepted, did t h i s 
r e s u l t i n i l l effects on your job as a 
consequence (or on the organisation f o r 
that matter)? etc. 
(b) the second statement:- Are'there d i v i s i o n a l policies which adversely 
affec t you? 
For how long have such policies existed, or been 
adversely a f f e c t i n g you? 
Thus, while input-output analysis of the type suggested i n Figure 8.3• may 
require consolidation and i n t e r p r e t a t i o n , with some elements even disregarded, 
the use of EA methodology would nevertheless permit and f a c i l i t a t e t h i s . That 
the methodology should lend i t s e l f t o input-output analysis has been delineated 
as the primary c r i t e r i a i n Section 8.1. 
The EA methodology could be regarded as a dredge which makes available a l l 
sorts of data.: which the participants i n the EA application choose t o w r i t e , t o 
t h e researcher. At the l e v e l of descriptive a t t r i b u t i o n t h i s data would thus 
permit the development of appropriate c l a s s i f i c a t i o n schemas (see characteristic 
i n subsection 8.2.1). 
The EA methodology documents the job through i t s descriptive a t t r i b u t i o n 
and provides information on the i n t e r p r e t a t i v e a t t r i b u t i o n which relates t o the 
experience-in-job. Mote that the experience-in-job of both the job holder and 
t h e i r - r o l e - s e t becomes available. However, note also the p o s s i b i l i t y that the 
individuals p a r t i c i p a t i n g i n an EA exercise may choose t o verbalise t h e i r state-
ments with only the descriptive a t t r i b u t i o n s . For those statements, i t would 
be necessary f o r job design purposes, to f i n d out the experience-in-job. 
Note: Job modification can take place without the use of experience-in-job but 
the basis of job redesign i s the job holder's and role-set's experience-in-
job. 
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The methodology i t s e l f could nevertheless be regarded as providing f o r 
simultaneous documentation of the description of the job and the description of ; 
the job holder's experience-in-job (see characteristic i n sub-section 8.2.2.). 
The EA. methodology, being essentially under the control of the job holder 
and his role-set, the l e v e l of abstraction, or the l e v e l of d e t a i l , available i n 
statements varies greatly. While one i n d i v i d u a l may w r i t e , say, 5 0 statements 
t o describe his expectations, another may encapsulate the substantive content 
of these 5 0 i n only 1 0 statements. However, the number of statements i s not 
material either f o r job design or job description; the important thing f o r both 
of these i s t h e i r completeness - which i t s e l f could only be defined with 
reference to the two parties involved i n the statement of an expectation, i . e . 
i f the two parties, w r i t i n g whatever number of statements each, are s a t i s f i e d 
w i t h f i r s t of a l l the description of t h e i r role-set interactions and, secondly,, 
with the experience they derive therefrom then t h i s i s a l l t hat i s necessary. 
Returning to the data examined, global statements, as w e l l as statements 
denoting elements of process and procedures were found. For job design purposes 
then, i f the t r a c i n g of contributions of various individuals becomes necessary, 
i t could be done - the methodology f a c i l i t a t e s i t . On the other hand, given that 
the methodology also permits any l e v e l of abstraction i n the a r t i c u l a t i o n of 
statements, f o r t h i s type of analysis t o be performed, specific i n s t r u c t i o n f o r 
the participants i n the EA application on an a p r i o r i basis may be necessary. 
Further, i f the a t t e n t i o n becomes aroused on specific procedures as a consequence 
of i n i t i a l data gathering, a subsidiary run with a special i n s t r u c t i o n may become 
advisable (see characteristic 8.2.3-). 
The methodology i n i t s current form would permit the evaluation of as many 
jobs as the job designer (whoever that might be) wishes t o include (see 
characteristic 8.2./,..). 
The methodology being communication-orientated could be operationalised 
such that negotiations on job elements take place, and experience-in-job derived 
by the various individuals shared. Mote t h a t , as stated e a r l i e r i n Section 8,5, 
as some forms of trading may require organisational sanction, people with 
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r e q u i s i t e authority may have t o be involved i n the negotiation process. I n i t s 
various applications of EA. even now, when no job design were intended, dyadic 
and group negotiations have invariably taken place (see characteristic 8 . 2 . 5 « ) « 
The EA methodology i s completely independent of any s t r u c t u r a l form,and 
does not r e l y on any organisational structure t o support i t s application. I t 
could then be used f o r job design i n organisations of any given structure with 
equal f a c i l i t y (see characteristic 8 . 2 . 6 . ) . 
The EA methodology i t s e l f supports no theory, whether of job design or any 
other; i t i t s e l f i s founded on 1 1 principles (see Machin ( 1 9 7 5 ) ) * which l i n k i t 
t o system theory and contingency theory. Any problems/opportunities located by 
the use of t h i s methodology f o r job design would thus be contingently determined 
and have relevance only i n the domain of t h e i r discovery. For job design purpose 
the p o r t a b i l i t y of the EA methodology i s then t o t a l (see characteristic 8 . 2 . 7 « ) « 
The fundamental assertion of the methodology at the t h e o r e t i c a l l e v e l and 
more l i k e l y result of i t s application are, respectively, that jobs can be des-
cribed and modified, with less l i k e l i h o o d of f r i c t i o n , through the i n t e r a c t i o n of 
a job holder with his role-set. However, outside intervention i n the form of a 
s t i p u l a t i o n as t o how the jobs should be designed i s nevertheless possible. As 
a matter of fact t h i s was foreseen even i n the e a r l i e r mentioned c r i t e r i a where 
authority intervention was discussed. 
With regard t o outsider p a r t i c i p a t i o n , however, consider the kind of expec-
tations the Focal Unit might hold with respect to him and what are the l i k e l y 
expectations he might have of the Focal Unit. Could the outsider be a pure 
observer? Suppose the Focal Unit accepts the outsider as an observer, the 
expectations of the Focal Unit could now be regarded as n i l ; but what does the 
observer expect t o gain from t h i s form of participation? 
I n order to come to some deductive answer consider the following expectation, 
which i n c i d e n t a l l y has been used before: 
"Ensure adequate plant-manning personnel" 
which i s formulated with a descriptive a t t r i b u t i o n . To know whether job 
redesign i s occurring the observer should f i n d out whether or not an under-
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manning (or over manning) s i t u a t i o n exists. On the other hand the object and 
the subject managers w i l l already be aware of a l l the background information. 
I n the negotiations that ensue, i t would be incorrect t o assume that under-
manning or over-manning would be discussed i n such a way that permitted the 
observer to acquire t h i s knowledge. 
Thus i n the use of the FA methodology, whereas i n the case of deriving job 
descriptions, observer status i n the negotiations process may be adequate, 
pure observer status i n a job design exercise i s l i k e l y t o leave the observer 
unable to describe the f u l l redesign introduced. 
Going back to the main theme under discussion, f o r EA methodology, role-
set p a r t i c i p a t i o n i s mandatory, but external p a r t i c i p a t i o n i s possible (see 
characteristic 8 . 2 . 9 . ) . 
Since the EA methodology permits the members of the Focal Unit t o w r i t e 
any actual or perceived statements they wish, any follow-up of the i n i t i a l 
process with a cycle of affirmative negotiations, w i l l c e r t a i n l y f a c i l i t a t e the 
exploration of job boundaries (see characteristic 8 . 2 . 9 » ) « 
The data collected i n the course of an EA application would permit other 
analysis. I n f a c t , performance appraisal from the EA database has been under-
taken (Johansen ( 1 9 7 8 ) , Reed ( 1 9 8 0 ) ) . Role-set p a r t i c i p a t i o n i n appraising 
performance would be conducted i n the same way as obtaining information on 
organisational experience-in-job. 
Focusing on i n d i v i d u a l or on team jobs, i t appears i s also possible. 
Further recommendations 
Role analysis. Modern researchers i n t o the content of the managerial jobs 
have tended t o use the method of role analysis (see Chapter 3 ) . While Machin 
and his team have i n t h e i r work consistently argued f o r and suggested roles 
c l a s s i f i c a t i o n (e.g. Machin ( 1 9 7 9 ) , Matthews ( 1 9 7 6 ) ) > "the independently under-
taken f i e l d work by M i l l e r ( 1 9 7 9 ) i n South Africa with the EA methodology 
extends the e a r l i e r work and provides an empirical proof of the usefulness of 
the methodology i n the context of analysing jobs rather than work, which the 
author discerns to have been the primary focus i n the research of Machin and 
his collaborators. To M i l l e r (who gives acknowledgement t o Schuler and Brief 
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f o r the concept)j a r o l e : 
"serves as a boundary between the i n d i v i d u a l and the organisation. 
Roles represent expectation of individuals and the organisation. 
Roles then serve t o t i e the i n d i v i d u a l to the organisation and the 
organisation t o the i n d i v i d u a l " . 
Analysis of jobs conducted on the basis of roles i n accordance with the above 
quoted understanding would, on prima facie evidence, be useful f o r synthesis 
puppOScSo 
V a l i d i t y of statements of expectations 
From the description of modus operandi (Section 8 . 6 . 2 ) eachmember of the 
Focal Unit nominates his own role-set andthen states the input/output expecta-
t i o n he holds against each of them (the members of the r o l e - s e t ) . Further, i t 
has been suggested that the i n i t i a l statements of expectations be followed 
through by an affirmative cycle, i n the application of the EA methodology t o 
job design. 
The question that could be raised i s whether the statements thus made 
would i n f a c t r e f l e c t the s i t u a t i o n extant. 
On the authority of Moreno ( 1 9 5 3 ) > the originator of socio-metric tech-
niques, i t would be argued that provided the Focal Unit knew of t h e i r participa-
t i o n i n an exercise t o evaluate the q u a l i t y of the design of t h e i r jobs, with 
the implication of redesign i f problems could be delineated/areas of improve-
ments found, then the results produced through job holder self nomination of 
the role-set would: 
"produce v a l i d r e s u l t s , as the subject managers believe that t h e i r 
situations w i l l be restructured (validated, formalised) through the 
process i n t h e " l i g h t of t h e i r choice." 
The complete job holder control, i»e. choice i n nomination of role-set, plus 
choice i n use of words, i s therefore l i k e l y t o lead t o statements which are 
based on experience-in-job. 
Further, looking at job design from a 'pure research' perspective, a 
deduction from Scott ( 1 9 6 5 ) would be that data, and therefore the r e s u l t s , 
obtained by making job holders focus on the job and the role set are l i k e l y t o 
be more r e a l i s t i c and correct compared t o the s i t u a t i o n where the job holders 
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focus on the job and the researcher. The d i s t i n c t i o n between the job holder 
focus on role-6et as opposed t o the focus on researcher, as w e l l as the 
superiority of the former method of data c o l l e c t i o n against the l a t t e r comes 
out c l e a r l y from the following quotes from Scott (l965)s 
lo "Since the study of jobs implies the study of i n t e r l i n k e d behaviour 
( a c t i v i t i e s ) , i t i s better t o organise the study i n terms of the 
expectations held by the various people": 
2. "The constraints exerted upon the i n d i v i d u a l by the expectations of 
other members of the organisation and his relations with them appear 
generally t o be too great t o l e t him permit the presence of the 
outsider (researcher) t o a l t e r his conduct very much". 
Thus, on the authority of Moreno and Scott, i t could be concluded that the use 
of FA methodology to job design i s more l i k e l y t o provide more accurate data 
than methodologies which are not job holder propelled and role-set focusing. 
Structure from interactions 
I t has been stated that the EA approach disregards structure and thus f u l -
f i l s the c r i t e r i a on u t i l i t y i n organisation of any s t r u c t u r a l form. Addi-
t i o n a l advantage of the form ignoring methodologies would be that these could 
i n fact be used t o derive appropriate structures. Dale (1957)> w r i t i n g on 
how Du Pont, one of the early implementors of systematic management, derived 
structures from group a b i l i t y basis rather than devising structures and then 
s l o t t i n g individuals i n t o them, Dale writes: 
" I n t e r e s t i n g l y he separated the question of 'form or relationships' from 
'the selection of individuals f o r the performance of duties' and urged 
that the selection of the personnel of the two top committees should 
precede the f i n a l determination of the form of organisation". 
For job design implementations, then, the delineation of the Focal Unit, the 
concentration on the work, as has been suggested here, and enacting transfers 
to achieve a balance at every individual/organisation interface t h e r e i n , would 
be tantamount t o deriving a structure to f i t both the work and the individuals. 
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8.7« Job Audit: An EA methodology based technique f o r .job redesign 
EA i s a general methodology (communication based) which could be used fo r 
a v a r i e t y ofpurposes. While i t s generality renders i t useful f o r d i f f e r e n t 
ends, the end purpose determines the logic i n the process of i t s use. 
For EA methodology t o be operationally used fo r job design purposes, the 
author devised a three step execution model which w i l l now be presented. The 
description assumes that the Focal Unit, and by implication the Interchange 
Unit, has been defined. 
Step 1: The exploration step 
Each member of the Focal Unit f i r s t defines his role-sets, and then writes 
statements of-the 'actual' and 'perceived' expectations held by him with 
respect t o each member of these role-sets. 
The following two types of statements would arise from the foregoing: 
1. Descriptive - a description of what happened i n the past. 
2. In t e r p r e t a t i o n - ( i ) a description of what happened i n the past but 
the job holder would l i k e not t o see take place 
i n the f u t u r e , 
( i i ) a description of what did not happen i n the past 
but the job holder would l i k e t o see take place 
i n the future. 
Within the above framework the association of 'actual' t o inputs and 'perceived 
to outputs would be disregarded. I n f a c t , i t i s being suggested that statement 
of expectations, as w r i t t e n by job holders, whether under the 'actual' rubric 
or under the 'perceived' one, (are either description or in t e r p r e t a t i o n ) cover 
both inputs and outputs, and are indicators of job holders' views of the future 
through his experience of the past. Thus the statements would be interpreted 
as attempts by the job holder t o explore the boundaries of his job and come t o 
an agreement on the shape of his job f o r the future. 
Once the above discussed statements are available i n a form the presentation 
of which i s satisfactory t o the i n d i v i d u a l making these statements, they would 
be passed over t o the 'object' person, i . e . the statements w r i t t e n by person A 
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on his actual and perceived expectations with respect t o person B, would be 
passed on to person B, while A i n t u r n receives the statements s i m i l a r l y w r i t t e n 
by others. 
•Note t h i s 'swapping' takes place with respect t o a l l expectations statements 
generated i n the exercise. 
Step 2 : The c o n c i l i a t i o n step 
Dyadic pairs meet f o r the resolution of unclear or contentious statements, the 
delineation of areas of common concern and the location of problems as w e l l as 
thin k i n g through of strategies f o r resolution of problems and methods of 
improvements on current operations. This type of dyadic negotiation finds 
support from W.einer ( 1 9 7 1 ) » The step would also result i n implementation of 
any changes that the dyadic pair could, either on t h e i r own or through mutual 
contrivance, arrange. 
Step 3 s Resolution step 
I n t h i s step those responsible f o r the design of the Focal Unit jobs would take 
actions which require authority. The implication i s that these individuals 
have access to a l l the information generated i n Step 1 and are knowledgeable of 
the relevant events of Step 2 . 
Adjustments to the Focal Unit jobs through the enactment of transfers (of work 
or people, i n t o or from the Focal Unit) could now be undertaken. 
The term •Uob Audit' has been operationally defined above. The concept, 
thus designed, i s new but the term has been used i n l i t e r a t u r e before. Foulkes 
and Morgan ( 1 9 7 7 ) report a study, conducted by the Personnel Department of a 
large f i r m , i n which the term 'Job Audit' was used. However, from the "Foulkes 
and Morgan reported study, i t could be surmised that the purpose of that study 
was "check what employees actually do on t h e i r jobs against the job descriptions* 
on the other hand, the purpose of job audit, as defined by the author could be 
stated to be "Evaluate the s i t u a t i o n extant regarding individual/organisation 
interface f i t " . 
The Foulkes and Morgan study does not make i t clear whether the departures 
from descriptions led t o variance between needed and actual performance; nor 
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does the report make clear whether the discovery of departures or variances 
prompted any action t o be directed at modification of the description or of the 
behaviour. Nevertheless the orient a t i o n of the study, and the surmised purpose 
deductively suggest that i t was a "liifference and variance reduction a c t i v i t y 
undertaken t o 'freeze' the s i t u a t i o n " . 
The d e f i n i t i o n and set purpose of job audit, as suggested by the author, 
would involve: 
Finding out what individuals are doing; what they should be doing; 
what they think should be done; what they think should not be done; 
why they are doing i t 5 why they are not doing i t ; what should be 
done f o r them - by t h e i r role set and those responsible f o r the 
design of t h e i r jobs . 
Thus, whereas the job audit reported by Foulkes and Morgan could be regarded as 
an attempt at aligning the performance t o the description, the author's concep-
t u a l i s a t i o n implies taking the 'job-extant ', through the experience-in-job of 
job holders, t o how i t could be done. 
Going back to the three step job audit, while the f i r s t step could be 
regarded as one of preparing the case and the following two steps as negotiation 
steps (see Dempsey ( 1 9 7 4 ) f o r the fundamentals of negotiation process); the 
descriptive verbalisation may necessitate e l i c i t i n g of related experience-in-job 
even i n steps 2 and 3 » 
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8 08. I n conclusion and thence 
In t h i s chapter, from t h e o r e t i c a l considerations the author derived the 
characteristics which a job design methodology would be required t o possess on 
primary, a d d i t i o n a l and preference baseso Next, a discussion leading tothe 
author's perspective on units of the job redesign process was conducted. The 
two aforementioned d i s c u s s i o n s together underpin the discussion containing the 
author's view on how a job redesign exercise could be conducted. 
The l a s t major discussion i n t h i s chapter looked at ways, or techniques, 
f o r capturing the job holder experience-in-job i n a job redesign exercise. The 
search focused the author's attention to a specific methodology, of recent 
o r i g i n , the evaluation of which led the author t o believe that notwithstanding 
the p r a c t i c a l d i f f i c u l t i e s (and these have been appropriately described) i t i s 
perhaps the only methodology which can lend i t s e l f t o managerial job design, 
especially on ac<x> unt of the often 'soft', d i f f i c u l t t o measure, and m u l t i -
dimensional nature of the inputs, outputs and throughputs of the managerial job. 
The convergence on t h i s methodology led t o the development of concepts 
of how i t could be applied and used f o r p r a c t i c a l job design applications. For 
t h i s the concept of job audit was developed. 
The methodology showed promise, but needed te s t i n g * I n the next chapter 
i s described a small study conducted t o see i f the 'in v i t r o ' promise would be 
realised I n v i v o T . However, the fact that the chosen methodology was developed 
i n a context although related to job design but d i f f e r e n t from i t , requires 
some additional explanation i n order t o put the reported study i n t o proper 
evaluative perspective. 
Machin and his team have, t i l l now, not used the i n t e r p r e t a t i v e a t t r i b u t i o n 
of the statements of expectations; but the use thereof i s not only required but 
mandatory f o r job design. Further, not only the specific s i t u a t i o n of immediate 
concern i n the execution of work have t o be given i n t e r p r e t a t i v e a t t r i b u t i o n , 
but the understanding of the prevailing s i t u a t i o n , contextual t o the work, 
w i t h i n the organisation as w e l l as that outwith the organisation but impinging 
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on the work and people therein would be required f o r job redesign purposes; 
the l a t t e r would f a c i l i t a t e the former. For j u s t i f i c a t i o n of the above s t a t e -
ment, consider the construct 'job security', which i s often regarded as an 
important i n d i v i d u a l experience-in-job (passim Chapters 2, 3> k and 5)» 
A decline i n the economic a c t i v i t y i n the organisation's trading area, 
especially accompanied by either lack of prognosis or where forecasts indicate 
f u r t h e r adversity, i s l i k e l y t o result i n organisational coping behaviour (see 
Chapter 4)» One method of coping with reduction i n trade, i s reduction i n 
manpower. Under such conditions the prevalency of concern on job security 
could be expected. 
A conclusion from the above would be t h a t f o r the person or persons (who-
ever t h i s or these might be) designing jobs should attempt t o bear i n mind 
the obvious and not depend upon e x p l i c i t statements of expectations t o provide 
him (them) with s i t u a t i o n - s p e c i f i c characteristics of concern; equally, i t would 
behove the researcher p a r t i c i p a t i n g as an observer to be aware of the general 
s i t u a t i o n so that he i s able t o i n t e r p r e t events he witnesses, i n the process of 
redesign. Mote that the above statements only suggest a l e v e l of awareness; 
there i s no implication f o r either the job designers t o i n i t i a t e u n i l a t e r a l 
action, or f o r the researcher t o shade a l l i n t e r p r e t a t i o n s , on the basis of f o r e -
knowledge. The importance of foreknowledge l i e s i n t h a t both the job designer(s) 
and the researcher could then raise questions t o ascertain the extent t o which 
the foreground events affe c t the jobs - especially i n the absence of i n t e r p r e -
t a t i v e a t t r i b u t i o n i n the statements of expectations. 
The above note of caution and advice would also be supportable from con-
siderations such as the l i k e l i h o o d of individuals having job underload conditions 
not verbalising t h e i r expectations i n such a way as to include t h i s experience-
in-job w i t h i n the statements. 
Thus f o r reasons based on arguments given above, the study reported i n the 
next chapter st a r t s with a general description of the organisation and the 
organisational events preceding the study; moreover, at each point where the 
author found/received further information, the author's i n t e r p r e t a t i o n , based on 
job design consideration, are stated. 
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Post Script 
Under t h i s heading are presented some research f i n d i n g s , more recently-
reported i n l i t e r a t u r e , bearing on the material presented i n Chapter 8 . 
Shaw's ( 1 9 8 0 ) publication under the t i t l e of "Information-processing 
approach t o the study of job design", contains the following suggestion:-
"We should attempt t o discover what informational components of the task 
of t h i s information i s considered relevant to a judgement of the task". 
The appropriate i n t e r p r e t a t i o n of the above quotation i s with respect t o 
diagnosing job design problems and delineation of areas of improvement. More 
s p e c i f i c i a l l y , rather than presenting the job holder with a set of questions 
based on what•the researcher, on an a p r i o r i basis, believes t o be the salient 
dimension of his (the job holder) job, the dimensions, and the saliency of 
these, should be defined from data provided by job holder. 
I t has been suggested that organisational experience-in-job would be e l i c i -
ted from members of the r o l e set. I n practice, the acceptance of t h i s method 
of data c o l l e c t i o n i s tantamount t o role-set performance appraisal. One of 
the acceptance enhancing characteristics f o r the methodology was defined t o be 
'Support f o r , or as a method of, appraising performance'. The form performance 
appraisal process commonly takes could be depicted as 'something done by the bos 
t o his subordinate', (see Johansen ( l 9 7 8 ) ) e 
More recent research findings, e.g. those of Gabarro and Kotter ( 1 9 8 0 ) , 
indicate the disadvantages of such a-~one-sided, one-man undertaking. Gabarro 
and Kotter discuss many, but the one disadvantage of present concern i s a bias 
which, i r o n i c as i t may sound, leads t o the downgrading of the appraisal f o r 
those whose performance may actually be good. Reasoning how the bosses may, 
inadvertently, introduce t h i s bias, Gabarro and Kotter w r i t e : 
"Ignoring i n d i v i d u a l achievement, they may even evaluate more favourably 
subordinates who do not bring problems to them". 
Thus, i n situations where discussions with the boss may lead t o the resolv-
ing of problems, subordinates who bring the problem t o the notice of the boss 
may end up being penalised f o r t h e i r e f f o r t , while those who, by not discussing 
the said problem, attempt no resolution thereof, end up being rewarded. 
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The EA-methodology could be used by appraising performance i n such a way 
that the whole role-set participates i n the appraisalo This f a c i l i t y i s a 
natural property of the methodology. The use of t h i s • would give those whose 
problems get ignored the same chance as available t o those whose problems do 
get resolved, t o give t h e i r views on the actual status of the f o c a l person's 
organisational effectiveness and eff i c i e n c y . 
The above argument suggests the superiority of the methodology, i n general, 
f o r the conduct of appraisals. Nonetheless, i n specific cases, i t cannot be 
said with certainty whether t h i s property would stand as a recommendation f o r 
the use of t h i s methodology. 
In Section 8 o 3 » 3 ° of t h i s chapter i s discussed the p o s s i b i l i t y of continu-
ously recording changes i n jobs so that the job holder himself (or possibly his 
role-set) could s t a r t the corrective or l e g i t i m i s a t i o n processes. E a r l i e r , i n 
Chapter 7 > was discussed the concept of small changes, each on i t s own more or 
less inconsequential, however cumulatively a f f e c t i n g the job i n such a way that 
some form of modification to the job may be necessary. For p a r t i c u l a r jobs, as 
to when and how often t h i s l e g i t i m i s a t i o n or re-design might be necessary was 
i n both these instances suggested t o be a function of the job holders involved. 
A recent publication by Handy ( 1 9 8 0 ) provides support f o r t h i s suggestion. 
According to Handy perceptions of change are such t h a t ; 
"Some w i l l say, 'What's so discontinuous about a s i l i c o n chip - i s n ' t 
i t merely an extension of the abacus 
The acceptance of the above characterisation of perception on change leads t o 
the conclusion that the job redesign methodology should provide some mechanism 
whereby not only could the small changes be continuously recorded, but also 
attempts at l e g i t i m i s a t i o n and redesign could be i n i t i a t e d by the job holder 
himself. 
Chapter 9 
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CHAPTER 9 
ACTION RESEARCH; TESTING THE JOB DESIGN METHODOLOGY 
(AND GATHERING EVIDENCE FOR THE 
CONTINGENT JOB DESIGN THEORY) 
Introduction 
This chapter describes a study the i n i t i a l impetus f o r -which was provided 
by the author's wish t o t e s t the methodology, discussed and described i n the 
foregoing chapter, i n i t s application t o job design. One of the main concerns 
for the author, as discussed i n the foregoing chapter, was the drawing of 
experience-in-job from the job descriptive statements w r i t t e n by job holders. 
A subsidiary purpose of the study was that i t should help the author t o 'firm 
up' and b u i l d on the 'portable* theory of job design that the author, as a 
consequence of l i t e r a t u r e reading and studies conducted t i l l now, was increas-
i n g l y , conceptually, converging upon. 
I t was the author's decision that the above stated purposes would be f a c i l -
i t a t e d by using the job-audit methodology (see previous chapter) i n an environ-
ment where he could observe and discuss the on-going managerial process , i.e . 
see managerial job holders going about doing t h e i r work and discuss with them 
the nature of t h e i r job as we l l as the experience-in-job t h a t they (the job 
holders) drew from when undertaking the roles/duties/tasks assigned to them, 
as w e l l as the job-related consequences of t h i s undertaking. 
Further, i f the above described environment could be found, the author's 
e a r l i e r stated purpose ( i n Chapter 3 ) of looking at ways of cla s s i f y i n g jobs 
would also be f a c i l i t a t e d . 
The author was fortunate i n establishing contact with a senior manager from 
a large chemical company, who was then involved i n planning changes w i t h i n his 
group. Through t h i s source, contact was established with s i x senior managerial 
persons, who participated i n the study being reported. 
The group agreed t o give the author the freedom he desired, i . e . t o observe 
them i n the conduct of t h e i r work, and t o discuss with him the purpose of t h e i r 
7 3 2 . 
a c t i v i t i e s as w e l l as t o comment upon and narrate (the managers t o the author) 
t h e i r experience-in-job. The arrangement reached involved the author receiving 
the above benefits i n exchange fo r the use of the methodology. 
As offered to the company, the methodology consisted of the use of the 
forms designed and prepared by Machin ( 1 9 7 7 ) and his team as w e l l as the use of 
the university computer together with the suite of programmes f o r preparing 
reports from the data gathered. 
(Note; Readers interested i n the general background t o t h i s research study e.g.: 
a b r i e f summary of the research environment; the organisation; the task environ-
ment; and the general s i t u a t i o n i n the industry i n which the study was conducted 
are referred i n the f i r s t instance t o Appendix; 9 . 1 ) . 
This chapter has the following sections; 
9 « 1 The objectives of the study 
9 . 2 Methodology and procedure 
9 . 3 Data 
9<>4 F a c i l i t a t i n g the job audit 
9 . 5 Classifying the managerial job 
9 . 6 The dynamics of " w i t h i n RMG" changes 
9 » 7 Conclusions of the f i e l d study 
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9 . 1 . The objectives of the study 
The i n i t i a l contact having been established with the host organisation, 
the purpose of the study was defined. The study started with two w e l l defined 
sets of objectives: one f o r the author and the other f o r the organisation. 
As i n the narrative interactions with the various participants t o the 
study w i l l be described, the author finds i t desirable Lu explain how references 
to them w i l l be made. The s i x participants t o the study and the codes f o r 
referencing them are: 
- Assistant Works Manager, coded A_R. 
- Section Manager, coded EAT 
- Four Plant Managers, with assignments as follows: 
Note t h a t , although there were 6 participants involved, the focus of the study 
was on the jobs of the Plant Managers. These four Plant Manager':level jobs w i l l 
be c o l l e c t i v e l y referred t o as the Researched Managerial Group (RMG). The 
author's i n i t i a l contact was w i t h the Section Manager, coded EAT above. The 
p a r t i c i p a t i n g Assistant Works Manager was the hier a r c h i c a l superordinate of EAT. 
The objectives of the study, t o be presented shortly, were set up through 
discussion with EAT. The twin objectives f o r the study are l a i d out i n the 
following two subsections: 
9 . 1 . 1 * The organisational purpose fo r the study 
D.uring discussions with EAT, the following organisational purposes for the 
study were defined: 
A. A role f o r the new position of team leader 
The position and role of team leader was an innovation - i n the process 
of being created. The organisation, as explained i n greater d e t a i l i n Appendix 
9 . 1 , a t t r a c t s and i s able t o r e c r u i t , high calibre people but the i n d u s t r i a l 
sector position i s such that manpower levels are being run down, so chances of 
promotion are not what they used t o be. The creation of the Team leader position 
therefore gives management a chance t o show appreciation f o r outstanding perform-
Hot End Plant Manager, RAP 
Cold. End Plant Manager, EMO 
Development Manager, JEL 
Superint ende nt, RGB 
) 
) 
) 
) 
c o l l e c t i v e l y RMG 
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ance, while management may be unable, f o r the time being, t o promote the 
deserving i n d i v i d u a l . 
Another aspect of the creation of the team leader position i s related t o 
the technological complexity of the production plant. This technological 
complexity c a l l s f o r a great deal of co-ordinating e f f o r t . The r e s p o n s i b i l i t y 
f o r co-ordination should be assigned s p e c i f i c a l l y to somebody, otherwise the 
requisite l e v e l may not be achieved. Besides being known t o practising managers 
t h i s i s w e l l documented i n l i t e r a t u r e . For example, Dyer ( 1 9 7 2 ) w r i t e s : 
wk c r i s i s occurs because everyone throught someone else was responsible 
f o r handling a s i t u a t i o n that was never covered". 
Thus the necessity f o r assigning r e s p o n s i b i l i t y f o r the o v e r a l l co-ordination 
of the plant operation by the to-be-appointed team leader was considered a 
desirable objective. The section manager could, presumably, have taken on t h i s 
role himself, but he f e l t t h i s would be self-defeating as the outcome of such 
undertaking would be the p u l l i n g upwards of authority t o the l e v e l of the Section 
from that of the plant. Co-ordination at the section l e v e l would be f u r t h e r 
dysfunctional because the section manager has many other plants w i t h i n his res-
p o n s i b i l i t y area and were he t o take on these additional duties t h i s would tend 
t o overload him. 
The above two considerations, i n the main, led senior management t o look 
at ways of creating a team leader position. The idea f o r the creat ion of the 
team leader's position, at the l e v e l of the plant, with the proviso that 
h i e r a r c h i c a l l y the team leader would be ' f i r s t among equals", had come from the 
works manager. 
Thus, one of the purposes of the study, f o r the host organisation, was 
concerned with the meaningful d e f i n i t i o n of the team leader's r o l e . The hope 
was that i f i t could be done meaningfully on one plant, a s i m i l a r strategy could 
be followed through on other plants, i f similar conditions prevailed. 
B. Uniform and comprehensive coverage 
Another purpose was to define each job thoroughly so t h a t everybody would 
be i n a position t o take on the job of another member of the team at, short not ice 
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Holidays were normally arranged so that at least three of the team were present; 
but sick leave and emergencies had t o be taken in t o considerationo Some tasks 
cannot wait f o r the return of the person who i s normally responsible f o r them. 
The complexity of the tasks demands a considerable amount of knowledge and 
competence on the part of whosoever undertakes tasks even i f on a temporary 
basis, and the exigencies of the s i t u a t i o n necessitate immediate action* The 
study remit therefore included delineation of the important aspects of each job 
( i n terms of tasks) f o r which primary, secondary and i f necessary t e r t i a r y , 
r e s p o n s i b i l i t y would be assigned* This, of course, would necessitate individuals 
with no previous close contacts with elements of tasks now having t o learn these 
aspects. A uniform and more complete coverage would thus be provided f o r the 
plant as a whole, 
Co A ro l e f o r the superintendent 
The superintendent's role had not been defined t o his s a t i s f a c t i o n , although 
he had been with the plant f o r some years. I t was thought that t h i s would be an 
opportune moment to attempt a d e f i n i t i o n of his role t o the s a t i s f a c t i o n of both 
the current job holder and his role-set. 
The above stated three were the main organisational objectives of the study. 
I n the next sub-section are l a i d down the author's objectives for undertaking 
the study. These are b r i e f l y stated, because i n a way they are derived from 
what has been stated i n the introduction t o the chapter. 
9 « l o 2 . The author's objectives f o r the study 
The author's objectives f o r the study were; 
A. To assess the u t i l i t y of the methodology f o r the implementation of job 
redesign. Mote that the methodology was to be under the control of the 
p a r t i c i p a t i n g managers themselves. The author would attend meetings organised 
f o r discussions (see section 9 - 2 ) . When asked by senior management, the 
author would give comment on the 'situation extant, as he saw i t ' . 
B. The author would 'shadow' the four members of the RMG to observe them i n the 
conduct of t h e i r duties. I t was the author's intent to spend two days 
apiece on observing each member of the RMG. 
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C. The author would spend time with members of the RMG, discussing with them 
t h e i r experience-in-job, and attempt to re l a t e t h i s experience-in-job with 
the job audit statements (see Section 9 » 2 ) . 
D. Together, A, B and C would serve the author t o evaluate whether a job 
c l a s s i f i c a t i o n system of the types discussed i n Chapters 3 and 4 could be 
used f o r job design purposes, or i f t h i s f a i l s , t o attempt devising a c l a s s i -
f i c a t i o n system more suited f o r job design purposes. 
Note that the author's comment to management alluded t o under item A above, 
would be based on his learning covered under items B and C above. The f i e l d 
work i n the study thus consisted of three d i s t i n c t elements: 
Is The data gathered i n the job audit 
2 . The data gathered i n the observations 
3 » The data gathered i n discussion with the members of the RMG 
Discussing f i e l d work, Scott ( 1 9 6 5 ) > on the authority of Hughes, writes: 
"Field work refers ....to observation of people i n s i t u : f i n d i n g them where 
they are, staying with them i n some ro l e , which while acceptable t o them 
w i l l allow both intimate observation of certain parts of t h e i r behaviour 
and reporting i t i n ways useful t o social science but not harmful t o those 
observed". 
I t i s the l a s t sentence i n the above quotation which i s important, for the author, 
from two d i s t i n c t perspectives: 
1 . The comments passed t o management would have t o be such that specific 
and o v e r a l l benefits would, i n a l l l i k e l i h o o d , emerge. 
2 . The current report should not be harmful t o those that contributed 
so use f u l l y t o the author's learning. 
Further, given the stated objectives, the research undertaken could 
be c l a s s i f i e d as 'Action Research'. Scott ( 1 9 6 5 ) w r i t e s : 
"One f i n a l point should be made about the types of obligations assumed by 
the researcher towards the host organisation. Research involving sustained*, 
open p a r t i c i p a t i o n on the part of the investigator i s more l i k e l y t o 
be "action" research - that i s research directed i n part towards solving 
the problems of the subject group - than i n research conducted under other 
approaches". 
The research being reported would f a l l w i t h i n the class 'Action Research', 
as given by Scott. Nonetheless, Action Research often implies the researcher 
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locating the problem and suggesting remedial action (see Warr ( 1 9 7 7 ) ) > but 
t h i s was not the author's i n t e n t i o n . The author's i n t e n t i o n was simply to give 
comments when asked. Buchanan ( 1 9 7 9 ) writess 
"An i n t e r e s t i n g p a r a l l e l t o the growth i n popularity of Action Research, 
therefore, has been the advocacy of worker involvement i n the process 
of diagnosing sources of job d i s s a t i s f a c t i o n and i n determining appropriate 
remedies". 
From the above evidence i t would be more appropriate to define the study being 
reported as one i n the collaborative measurement t r a d i t i o n . 
Following the delineation of the objectives with the i n i t i a l contact 
(with EAT), a meeting was arranged f o r the author to present the study design 
to the host organisation. This i s reported i n the next section. 
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9 . 2 . Methodology and Procedure 
The author v i s i t e d the research s i t e and made a presentation s e t t i n g out 
both the objectives f o r the study and a proposed methodology and timetable 
which would enable those objectives t o be achieved. After t h i s meeting, as 
a f t e r every other v i s i t t o the organisation, the researcher wrote notes the 
same day of the meeting which were then typed up. These notes (now boxed as 
research material i n DUBS Library) are summarised in.Appendix 9 . 1 . At the 
meeting were present the members of the RMG together w i t h EAT, who undertook 
to keep A_R posted on the developments. 
The meeting resulted i n the acceptance of the study plan, as presented 
by the author, who was then asked t o set the procedure i n motion. 
The author devised the study procedure described below: 
Study Procedure 
The study procedure corresponded to the four types of f i e l d study tech-
niques that the author planned to use. 
1 . The job audit 
Job audit as a three step undertaking has been described i n Chapter 8 
(Section 8 . 7 ) . Here w i l l be described how the three steps were intended t o be 
followed through i n a p a r t i c u l a r application. A two phase or cycle undertaking 
was planned: the preliminary phase and the affirmative phase, 
(ij) The preliminary phase 
I n t h i s phase each of the 6 p a r t i c i p a t i n g managers described the inputs 
and outputs to t h e i r jobs and designated f o r each statement the i n d i v i d u a l they 
held responsible f o r each input or output. < This was t o be followed through by 
dyadic discussions where pairs of individuals c l a s s i f i e d statements, and 
mutually agreed on outcomes, t o the extent that they could, between themselves. 
The above described corcLliation and resolution were intended f o r the RMG. 
Although dyadic discussions between members of the RMG and senior management 
were part of study design, senior management were not t o take any action but 
wait f o r the results of the w i t h i n RMG arrangements. The senior managers were, 
from the dyadic discussions at t h i s stage, to learn of the underlying problems 
7 3 . 9 . 
and think of possible interventions, i n areas where the RMG could, or would, not 
move on t h e i r own accord. 
At the same time, the RMG were to i d e n t i f y areas where, i n t h e i r opinion, 
only senior management intervention could f a c i l i t a t e necessary change, 
( i i ) The affirmative phase 
Having had the dyadic discussion and the w i t h i n team delineation of ro l e s / 
duties/tasks, and the members of the RMG having i n d i v i d u a l l y and c o l l e c t i v e l y 
marked areas where senior s t a f f would be better placed t o enact change, the 
senior management were t o take such action as they thought f i t . I t was part 
of the plan that group discussions would be held only i f found necessary and 
desirable. 
Running concurrently with the job audit preliminary step, the author plcjmed 
the following f i e l d works: 
2 . Observation and discussion 
The author planned t o 'shadow' for two days each member of the RMG. I n 
t h i s observation study, the author planned t o take notes on time and type of 
action, and then attempt t o re l a t e t h i s data t o the job audit statements. Where 
the author could not interpret behaviour, i t was planned that he would wait f o r 
an opportune moment f o r an explanation from the subject (of observation) manager 
himself: the i n t e n t i o n being that the observer should not deflect the subject 
manager's att e n t i o n from the conduct of his duties. 
3 » Discussions with the members of the RMG 
I n addition to the above described observation, which were essentially 
non-discussion, the author planned spending periods of time with each member 
of the RMG t o draw out t h e i r experience-in-job, and attempt to relate i t t o the 
t o t a l s i t u a t i o n being focussed upon as w e l l as the job audit statements w r i t t e n 
by each i n d i v i d u a l with whom discussions were conducted. 
4 » The questionnaire 
As a consequence of the understanding gained through job audit, observation 
and discussions, the author wanted t o devise a questionnaire t o generate 
collaborative evidence on items and areas where he discerned improvements could 
be made through senior management intervention. 
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An overview of the methodology and procedure 
Locke ( 1 9 7 7 ) writes that i n f i e l d studies the researcher has to make a 
trade-off between scope and depth. The s i t u a t i o n chosen by the author f o r 
research permitted a c l i n i c a l approach, and the approach adopted was essentially 
c l i n i c a l . The exception t o the c l i n i c a l approach was the envisaged use of the 
questionnaire. However, note that even here the c l i n i c a l approach was being 
pursued: the author wanted to base the questionnaire on the substantive informa-
t i o n (focussing on the s i t u a t i o n being researched) gathered by other methods. 
The diagram of Figure 9 ° 1 gives a p i c t o r i a l representation of the envisaged 
research procedure. 
Procedure 
Preliminary phase 
KMG 
Step 1 Step 2 Step 3 
Senior Management 
Step 1 Step 2 
-> 
Observation 
study 
Discussion 
session 
4 
Within RMGJJ 
enacted // Areas 
changes / / delineat ed 
' f o r senior manage-
ment action 
Q U E S T I 
0 
A 
I 
R 
E 
Figure 9 . 1 : Planned procedure f o r the study 
Affirmative phase 
Actions 
by 
management 
Q 
U 
E 
S 
T 
I 
0 
N 
N 
A 
I 
R 
E 
The author had envisaged using the questionnaire at two points: once t o 
confirm c l i n i c a l findings and l a t e r t o measure the effects of change. 
As the events that unfolded proved d i f f i c u l t and unpredictable, i t i s 
important to remember the envisaged plan - i t looks so seductively simple, and 
so l o g i c a l and made the process seem so handleable. The unp r e d i c t a b i l i t y 
mentioned here has to do with pre-emptive actions that management and those 
involved took while the job audit was being conducted. 
The nature of pre-emptive moves and the effe c t of these w i l l be discussed 
l a t e r ( i n Section 9 - 7 ) . However, note that the kind of »problems? alluded t o 
have been reported by others, e.g. Fletcher ( 1 9 7 8 ) . 
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9 o 3 ° Data 
I n t h i s section w i l l be presented an overview of the data collected during 
the study and some uses made of t h i s data. 
Job audit 
A f u l l description of the forms used f o r c o l l e c t i n g the job audit statements 
i s presented by Woolley ( 1 9 7 8 ) ° Figure 9 » 2 shows the format i n which reports 
were presented t o the study participants. 
Altogether 6 participants, i n i t i a l l y , wrote 2 5 7 statements i n the job audit 
preliminary stage. Following the styl e of the formatted report layout of 
Figure 9 c 2 , the diagram of Figure 9 ° 3 gives the breakdown of these 9 5 7 statements 
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Figure 9.3: Breakdown of the numbers of expectation 
statements w r i t t e n by MRG 
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Through modifications the number of statements l a t e r increased by around 2 5 $ . 
Thus i n the f i n a l job audit reports were around 1,200 statements. Given the 
standard computer print-out,these formatted reports spanned 5 0 sheets. 
During the job audit the number of individuals t h a t the members of the RMG 
maintained contact with outside ( i . e . external t o the team and the 2 bosses 
included i n the study but w i t h i n the works s i t e ) was found t o be 6 4 * A further 
5 types of contacts were of the group aggregate v a r i e t y , i . e . unions, etc. The 
connectivity i s depicted i n Figure 9 « 4 « I n addition t o t h i s there were around 
80 operating l e v e l personnel, including the foremen and assistant foremen f o r 
i n t e r n a l contacts. 
The job audit data was used by the participants f o r dyadic discussions t o 
define and determine t h e i r jobs as w e l l as delineate areas t o be brought to the 
notice of senior management. The author used t h i s data t o attempt c l a s s i f i c a t i o n 
which could be useful f o r job design purposes. The study participants also 
contributed t o the attempt at c l a s s i f i c a t i o n . 
The observation study 
Data gathered i n t h i s e f f o r t i s summarised i n Appendix 9 » 1 « Members of 
the RMG did a l o t of walking about on the plant s i t e . The author 'shadowed* them 
and made on-the-spot notes. l a t e r the same day, i n the evening, these notes 
were updated i n the l i g h t of any conversation that the author had the chance to 
c onduct while involved i n observation. 
These reports proved of great value i n framing questions on the nature of 
work l a t e r i n the discussions with members of the RMG. 
( 2 bosses 
RMG 
Unit 
) 5 with group aggregate 
6 4 with individuals 
Figure Outside contacts of the RMG 
744o 
The discussions 
Data gathered i n these sessions was perhaps the most f r u i t f u l f o r gathering 
experience-in-job which could then be related t o the job audit statements t o 
give meaning and i n t e r p r e t a t i o n leading to diagnosis, and theory building 
(see Chapter 11)o 
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9 » 4 « F a c i l i t a t i n g the .job audit 
To f a c i l i t a t e the three steps (see Section 8 « 7 ) of the job audit the author 
prepared various forms which would prompt the participants t o analyse the job 
audit statements and lead t o delineation of areas t o be negotiated. An example 
of the kind of work done i s shown by the three exhibits of Appendix 9->2. 
The three exhibits of Appendix 9° 2 are; 
l o The covering l e t t e r sent t o each pa r t i c i p a n t . 
2 . The form f o r the i n d i v i d u a l to make notes on c l a s s i f i c a t i o n and 
acceptability of the job audit statement. (Note the exhibit shows 
the form f o r the perceived expectations; a similar form was included 
f o r the actual expectations; see covering l e t t e r ) o 
3 ° The form f o r the i n d i v i d u a l t o match his expectations against those 
w r i t t e n by his dyadic opposite. (Note the exhibit shows the form 
f o r the perceived expectations; a similar form was included f o r the 
actual expectations; see covering l e t t e r ) . 
The kind of analysis done on the 2 forms explained under item 3 above, 
not only f a c i l i t a t e d t h e i r primary purpose but also helped the author i n his 
attempts at c l a s s i f i c a t i o n . 
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9 » 5 « Classifying the managerial .job 
Before embarking on t h i s f i e l d research the author had carried out extensive 
and structured study i n t o the nature of the managerial job; the work of t h i s 
phase has been reported i n Chapter 3 ° One of the purposes of the f i e l d study-
being reported was t o attempt t o test i f any of the models of the managerial 
job, discussed i n Chapter 3> would prove of u t i l i t y f o r job design purposes: 
Scott*s ( 1 9 6 5 ) comment t h a t : 
"There exists no widely accepted category system f o r describing and 
analysing the a c t i v i t i e s of the occupants of organisational positions". 
was not l o s t but since there seemed enough a p r i o r i reasons to believe that 
c l a s s i f i c a t i o n might help i n synthesis, various approaches were attempted. 
Attempts at cl a s s i f y i n g the data collectod i n accordance with any of the 
available c l a s s i f i c a t i o n s proved f r u i t l e s s - the e f f o r t was, i n f a c t , i n vain. 
But something good did come out of t h i s e f f o r t . However, before describing the 
good things, the f a i l u r e w i l l be analysed. 
Mintzberg i n his scholarly work on the nature of managerial work states the 
dilemma of c l a s s i f i c a t i o n b r i l l i a n t l y ; 
" l i k e Rosemary Stewart I began the research i n t o the i n t e n t i o n of recording 
the function area associated with each contact and piece of mail. However, 
i t soon became clear that the d i f f i c u l t i e s of categorising t h i s would not 
be overcome. For example was I to record a monthly report containing sales 
and production figures as 'marketing', 'manufacturing', or 'control?' I n 
the case of a meeting to sort out a c o n f l i c t between two manufacturing 
executives, was I to record 'manufacturing' or 'personnel?' 
The neat functional categories that we tend t o use appear to be of l i t t l e 
help i n the study of managerial work, simply because the manager's work 
involves such a complex intermingling of these functions. Then, I present 
no information on functional areas and we could question i t s v a l i d i t y i n 
the studies that do". 
Stewart, with her long experience and established reputation, along with her 
seasoned researcher-observers, on the other hand, attempted t o use Mintzberg 
rol e c l a s s i f i c a t i o n and reports (Stewart ( 1 9 7 6 ) ) : 
"The r e l a t i v e importance of the roles d i f f e r s greatly i n d i f f e r e n t jobs; 
they do not apply i n a l l managerial jobs; i t i s hard to allocate some 
a c t i v i t i e s t o his categories; and some of his roles, especially that 
of leader, are too broad to be of p r a c t i c a l use". 
7 4 7 . 
And, again, Stewart ( 1 9 7 & ) : 
"We attempted to use Mintzberg's role i n the observational record, but 
a l l of the four observers taking part i n t h i s , and an e a r l i e r study, 
found i t too d i f f i c u l t t o determine t o which role many of t h e i r observa-
ti o n s belonged. The attempt to use Mintzberg's role as one of the ways 
of c l a s s i f y i n g what the manager did was, therefore, abandoned". 
While the author was engaged i n devising a c l a s s i f i c a t i o n schema, and 
finding i t extremely d i f f i c u l t , he asked the section manager t o suggest a c l a s s i -
f i c a t i o n framework. The section manager, w e l l aware of the works of Mintzberg 
and Stewart, a f t e r considered t h i n k i n g , presented the researcher with the 
following 1 0 item c l a s s i f i c a t i o n schema: 
1 . Production (how much, what, q u a l i t y cost) 
2 . Engineering and maintenance 
3 . Peoplo 
4 . Safety 
5» Development 
6. Efficiency (cost control, control) 
7» Personal relationships 
8 . Climate 
9. Contacts with other parts of the organisation 
1 0 o Technical competence 
The section manager had used the above type of schemata f o r w r i t i n g down his 
expectations. The author s t i l l had d i f f i c u l t y i n analysing the other Job Audit 
statements even on t h i s set of pr i m i t i v e s . At t h i s point the researcher asked 
two of the plant managers i f they could analyse the job description statements 
w r i t t e n by them ( i n d i v i d u a l l y ) on the above l i s t e d constructs. They too were 
not successful, but presented the researcher with t h e i r own frameworks f o r analy-
si s . 
As a result of the above experience the author temporarily ceased attempts 
at c l a s s i f i c a t i o n , but l a t e r making a fresh s t a r t he devised the following schema 
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Production 
- e f f i c i e n c y 
- safety 
Plant People 
Engine eri r i p maintenance — - Individual development ^ s h i f t 
workers) 
Plant development - Personal relatio n s h i p ( i n t e r -
team and with role-set) 
Raw materials - Technical competence (team) 
Services Assignments of duties (between 
team and f o r s h i f t workers) 
The schema was presented t o the study participants and they accepted i t as ~ 
v a l i d c l a s s i f i c a t i o n , and they saw i t s use i n job design. 
The author would now present his conclusions, derived from the above 
experiences, but with support from l i t e r a t u r e on c l a s s i f i c a t i o n s of the nature 
of the managerial job and the usefulness thereof. 
Marples ( 1 9 6 7 ) discussing c l a s s i f i c a t i o n s of the nature of the managerial 
job writes; 
... the c l a s s i f i c a t i o n s have been chosen without reference to a basis 
of comparison and the data i t s e l f has been shown t o be inaccurate i n 
fact and ambiguous i n inte r p r e t at ion.. The purpose of these studies have 
also been r e l a t i v e l y vague and so f a r , have had more value t o the 
researcher than the p r a c t i t i o n e r " . 
The author subscribes t o the above viewpoint with minor reservations. The 
only use shown of typologies of the nature of the managerial job has been i n 
job evaluations. However, the fact that more than one job evaluation scheme 
exists together with the fact that i n job evaluation, once the scheme i s agreed 
upon, the jobs are judgementally (often an euphemism f o r a r b i t r a r i l y , see 
Chapter 3 ) mapped onto the schema, i s evidence to suggest non uniqueness of 
c l a s s i f i c a t i o n s ° 
Wilke and Young ( 1 9 7 2 ) performed a functional c l a s s i f i c a t i o n , but they 
were aware of the subjective nature of the c l a s s i f i c a t i o n they produced. Prior 
t o presenting t h e i r c l a s s i f i c a t i o n they.gave the following disclaiiiiing caveat: 
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"The d i v i s i o n of episodes i n t o functions i s subjective and any d i v i s i o n 
i s open t o c r i t i c i s m . There i s no universally agreed system. This 
attempt i s also a r b i t r a r y ...." 
From his own experience and with the support of the above quoted evidence 
the author concludes that the models of c l a s s i f i c a t i o n presented i n Chapter 3 
are essentially more a product of the researcher's mind than anything else -
"good f o r reading", "go some way i n increasing the reader's knowledge of 
management" but a l l fundamentally incomplete. Of course, t o the researcher 
working, or intending t o work, i n t h i s area t h i s could be a joy - given that any 
model i s bound t o be incomplete, there i s much scope f o r Ph.Ds and papers? 
Therefore, a tentative suggestion i s made t h a t : 
('a) U n t i l a schema devised can be employed f o r something other than 
simple description, and 
(b) the devised schema can be v e r i f i e d as replicateable f o r c l a s s i f i c a t i o n 
of statements (standard) by d i f f e r e n t researchers, 
publication of c l a s s i f i c a t i o n s must be accompanied by statements denoting who 
found the c l a s s i f i c a t i o n useful, f o r what purpose, and how much more useful the 
new schema i s compared with the existing ones. 
Note that the above are the types of evidence demanded by Drug Registration 
Authorities f o r the r e g i s t r a t i o n of new drugs. The f a c t that these demands do 
not c u r t a i l genuine research and advancement but only weed out the useless and 
outright fraud should be accepted as evidence that genuine discovery w i l l not 
cease consequent to the acceptance of the above suggestion. 
The good that came out of attempts at c l a s s i f i c a t i o n has t o do with the 
author's conclusion regarding the q u a l i t y of data made available through the 
methodology being tested: the data i s at a l e v e l of abstraction that suits the 
part i c i p a n t s , but may not (but then again i t may) be amenable t o c l a s s i f i c a t i o n . 
Marples ( 1 9 6 7 ) discusses a "sequence of episodes from 'a foreman's week™ 
of which he says: 
" A l l the episodes are described i n 'task? terms". 
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Marples attempted t o understand the task description terms through discussion 
with the foreman. The ensuing discussion could be put i n the dialogue form as 
follows: 
Researcher: What was the objective of the a c t i v i t y ? 
Foreman: I n s i x months I increased the production by t±0 per cent. 
Researcher: How did you manage that? 
Foreman: Just j o l l y i n g the chaps along. 
Marples writes: 
"Now i t i s clear that none of the episodes descriptions as he gives them 
refers t o t h i s aspect of his a c t i v i t y . Conceivably each of them could 
have been described i n t e r a c t i o n ' or 'relationship' terms as w e l l as i n 
*task' terms". 
This then i s the nub of the problem of c l a s s i f i c a t i o n : One i n d i v i d u a l perceives 
a set of statements t o be i n 'task' terms, but the imposition of other analytic 
frameworks, e.g. of ' i n t e r a c t i o n ' or 'relationship', would have been equally 
acceptable, and the imposed c l a s s i f i c a t i o n would have neither added t o , nor 
detracted from, the basic understanding, once that i s acquired. 
The value of the involvement of the i n d i v i d u a l and the role-set, the 
possible c l a s s i f i c a t i o n of the role expectations and the pinpointing of matters 
where consensus i s lacking could be regarded as more obvious; but Marples 
indicates an even more fundamental job design consideration when he suggests 
the c l a s s i f i c a t i o n of areas where differences of opinion (the role-set opinion) 
prevails: 
"The main value of c l a s s i f i c a t i o n i s derived from a comparison of the 
characteristics of the actual problem ' p o r t f o l i o ' with the o f f i c i a l job 
description and the manager's role set. I f the behaviour does not match 
expectations, the pressures causing the manager t o accept inappropriate 
problems can be relieved, perhaps, or deliberate attempt can be made t o 
modify the job description and role set so that either way the divergence 
between behaviour and expectation i s reduced. I f t h i s i s the aim, i t i s 
only useful t o c l a s s i f y a manager's problems i n terms used by h i s 
associates to describe his r o l e , and role descriptions are an essential 
preliminary t o the c l a s s i f i c a t i o n of the problem". 
Note that Marples i s suggesting: 
1 . The incremental value of classifying 'problems'. 
2 . The problems have t o be (a) related t o the individual's understanding of h i 
job 
(b) related t o the role-set understanding of the 
position incumbent's job 
3 . The a r t i c u l a t i o n of both the job description ( i . e . job audit statements) 
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and 'problem' areas has t o be i n the language of the job holder and 
his role-set. 
The above analysis s h i f t s the focus t o the use of language, a notion that was 
ea r l i e r discussed ( i n Section 8 . 6 . 3 . ) t h e o r e t i c a l l y ; the subject w i l l now be 
discussed i n the l i g h t of f i e l d data evidence. 
The author had designed a form on which the study participants were asked 
to indicate the match between the actual expectations that each one of them had 
w r i t t e n as 'subject' and the 'perceived' expectations w r i t t e n by t h e i r dyadic 
opposite (see Section 9 * 4 ) • 
For the moment, focusing on the RAP-EMO dyad, these individuals were able 
t o f i n d matches f o r a l l t h e i r 'subjectively' w r i t t e n statements w i t h the 
'perceptual' statements of t h e i r dyadic opposite. Figure 9*5 shows the number 
of statements w r i t t e n by the dyad. The matching was not i n terms of 1 t o I5 
but toany to one' and 'one t o many'. The way the statement matching occurred 
i s i l l u s t r a t e d i n Figure 9 * 6 . 
RAP EMO 
Actual 1 7 9 
Perceived 6 1 2 
Figure 9 . 5 : Number of .job audit statements w r i t t e n by the dyad RAP-EMO 
(Note these numbers match those i n Figure 9 « 2 . these numbers are from the 
reconciled statements whereas the e a r l i e r numbers indicate i n i t i a l run). 
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Any meaningful attempt at c l a s s i f i c a t i o n would, under these circumstances, 
involve the following: 
1 . Resolution: breaking up the many-to-one relationships i n t o elements with 
one-to-one correspondence; extending the resolution t o the 
one-to-many type of statements, s i m i l a r l y . 
2 . Abstractions Choosing or devising a system of c l a s s i f i c a t i o n at the requisite 
l e v e l of abstraction, and one which would be conceptually useful 
f o r whatever purpose ( f o r the purpose of t h i s thesis - job 
design). 
Thus, abstraction would be the f i n a l step. But Machin (1979) w r i t i n g on levels 
of'abstraction i n the context of EA notes: 
"A detailed s i t u a t i o n a l analysis would indicate that i n one or more 
respects each manager's job i s unique, whilst a system analysis at the 
appropriate l e v e l of abstraction would show that manager's job contain 
many i d e n t i c a l elements". 
I n other words, s i t u a t i o n a l l y an abstraction schemata could be developed. And 
t h i s was done. However, and the author wishes t o put i t equally f o r c e f u l l y , 
generalised c l a s s i f i c a t i o n s , being at a very high l e v e l of conceptualisation 
could be regarded as having low u t i l i t y . 
I n conclusion, then, i t appears t o be the case, at least f o r managerial job 
synthesis purposes, that no universal, or general, method of w r i t i n g the 
statements f o r job audit can be recommended. Likert ( 1 9 6 7 ) could be interpreted 
as saying: 
"That the effectiveness of various management practices depends to a 
considerable extent on the expectations of, and the way these expecta-
ti o n s are perceived by, the manager's boss, his subordinates and his 
peers. These perceptions are the psychological environment. 
With respect t o the psychological environment, group understanding of common 
language i s more important than system of c l a s s i f i c a t i o n imposed by the researche 
This i s an important concept; i t w i l l be elaborated i n terms of data collected 
during job audit and the ensuing dyadic discussions. 
= The item under discussion pertained t o relationship between the RMG and 
another department w i t h i n the f i r m . The i n d i v i d u a l responsible f o r i t had 
described i t as 'co-operation'. The section manager was of the opinion 
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that i t was not 'co-operation' but l i a i s o n ' . The subtle difference i n 
the r o l e , emerging from the discussion, implied i n the two a r t i c u l a t i o n s , 
was an awakening f o r the team member concerned. He ended up suggesting 
that he would, i n future, operationalise the role d i f f e r e n t l y , i . e . the 
s l i g h t s h i f t of emphasis constituted a change i n the nature of the i n t e r -
departmental a c t i v i t y f o r the manager concerned. 
- I n another dyadic discussion the contention arose out of the use of words: 
'advising' and 'helping' . Whereas one i n d i v i d u a l had used t o advise' and 
matched up the expectations of his dyadic opposite where the word used was 
'to help', the other manager did not match the statements. I n the discussion 
i t emerged that the disagreeing manager did not consider 'advise' as 'help'; 
' advice' he regarded as something anybody could give but 'help' t o him was a 
more concrete concept, i . e . he wanted the other guy t o go over and do some 
of the chores, when conditions of overload existed. 
Only two examples are given, f o r i l l u s t r a t i v e purposes. Many such concepts 
came under scrutiny, and discussions led t o various degrees of resolution. 
Thus, the author i s led t o conclude that the author's t h e o r e t i c a l considera-
tions (see Chapter 8 ) which l e d him t o suggest that job design methodology should 
be TLanguage-free' was appropriate and the possession of t h i s characteristic by 
the methodology used stood up t o the t e s t . Further, as suggested i n Chapter 3> 
the progression: 
D e s c r i p t i o n — C l a s s i f i c a t i o n — ^ Dimension—8* Factors 
are processes of increasing abstraction: data at the l e v e l of descriptions can 
only be made more abstract, hence of less dir e c t u t i l i t y . This means that 
c l a s s i f i c a t i o n can only 'degrade' the data, as f a r as job design i s concerned. 
Actual Perceived 
(Subject^RAP) (Subject=EMO) 
O o o 
Figure 9»6: I l l u s t r a t i o n of matching the job audit statements 
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9 . 6 . The dynamics of w i t h i n RMG changes 
During the c o n c i l i a t i o n and resolution steps of the preliminary phase 
modifications t o jobs began t o take place. The within-RMG dyadic discussions 
produced changes and resulted i n diagnosis of areas where senior managerial 
intervention was required. The within-RMG negotiated discussions l e d t o the 
following type of modifications: 
- I n s t i t u t i o n of a weekly meeting f o r the RMG, t o which would be 
i n v i t e d other people, i f necessary 
- Rearrangement of work between individuals 
- More frequent and appropriate feedback by each member as to how w e l l 
the others were meeting his work related expectations, especially i f 
previous e f f o r t had been found wanting 
- Discovery of task areas which previously had not received coverage because 
individuals had assumed the other were responsible f i r s t . The focus on 
these led t o a l l o c a t i o n of duties t o cover these areas. (These tasks 
were on the boundary of jobs (as derivable from job t i t l e s ) and were 
essentially of l e s s interest' k i n d ) . 
- Discovery of tasks f o r which more than one i n d i v i d u a l claimed respon-
s i b i l i t y . These were also on boundary of jobs but were of the 'more 
desirable' kind. Negotiations led t o a l l o c a t i o n of r e s p o n s i b i l i t y . 
The above discussed type of modification could be summarised with the aid of 
the diagrams of Figure 9 . 7 . 
V 
Before After 1 A f t e r 2 
Figure 9 . 7 : Diagram depicting the job coverage f o r the RMG 
before and a f t e r the c o n c i l i a t i o n and resolution 
steps 
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The diagrams of Figure 9*7 show flowers, the cores of which represent the 
integra t i o n of the EMG; the petals of the flower represent the work/job areas 
covered by i n d i v i d u a l members of the RMG. Overall the diagram indicates: 
l o Before the job audit. Over some areas job cover had been l i m i t e d ( i . e . 
each i n d i v i d u a l assumed the others were responsible f o r i t . On the other 
hand, there were some areas which more than one member of the EMG was 
w i l l i n g to c a l l his own. 
2« A f t e r the c o n c i l i a t i o n and resolution phases, the diagram depicts: 
(a.) I n i t i a l l y . I t led t o a f u l l cover of the duties together with greater 
e f f o r t at integr a t i o n ( i . e . through the newly planned weekly meeting). 
(b) Subsequently. E f f o r t was made t o define areas i n which secondary 
cover could be provided i n the absence of the i n d i v i d u a l whose primary 
r e s p o n s i b i l i t y the area was. 
Author's observation on inter-RMG discussions 
I t was the author's observation that during the dyadic and inter-RMG 
discussion, every i n d i v i d u a l tended t o avoid situations which might lead him to 
•treading on someone else's toes'. The w i t h i n RMG coverage was arranged, always, 
with reference t o job t i t l e s : - "This task i s of t h i s nature and since your (or 
my) job t i t l e i s this,you (or I ) should be doing i t " . I f matters could not be 
decided with reference t o job t i t l e s these were l e f t f o r senior management to 
make the f i n a l decision. 
Note that i n the within-RMG negotiations, no transfer (of work or individuals 
was touched upon. Only task coverage, and performance related t o these tasks 
was the subject of negotiation and discussion. Task coverage, however, i s only 
one ..aspect of job design! 
Further, work load, t o the extent that i t formed part of the discussion, 
was i n comparative terms: "You have so much, I have so much". The individual's 
capacity ( s k i l l s / t i m e , etc.) i n the absolute sense was never under discussion. 
They therefore never discussed one of the researcher's main inte r e s t s which was 
"Could the t o t a l job have been done by, say, three people instead of the four?" 
or "Were, say, f i v e people required t o handle the t o t a l job instead of the four?" 
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Given the e a r l i e r mentioned fear of treading on the other toes, i t would 
be u n l i k e l y that absolute job and load conditions could be adjusted w i t h i n a 
team, such as the RMG on t h e i r own because they r e l y on higher authority f o r 
t h i s aspect of t h e i r jobs. 
However, and given the interplay of authority, n a t u r a l l y , job audit 
statements from which job load ( q u a l i t a t i v e and quantitative) could be discerned 
were put by members of the RMG as the expectations they held of the two senior 
managers p a r t i c i p a t i n g i n the study. 
Job design diagnosis ~ researcher's view 
The weaknesses, from the researcher's perspective, i n the design of the 
RMG jobs, following the c o n c i l i a t i o n and resolution steps, together with a 
b r i e f description of each item are now presented. 
The diagnoses were made from the information collected during the period 
of shadowing the plant managers; from interviewing them; and from attendance 
at a l l the dyadic discussion sessions. Thus the diagnoses were derived 
exclusively from the f i e l d data collected by the author. That i s the way the 
author believes i t should be, i . e . f o r diagnoses to be derived from the job 
holder's experience-in-job. These diagnoses required c u l t i v a t i o n of appropriate 
l e v e l of contact with the job holders. So, i n a way, they are subjective and 
judgemental. However, the f a c t that the author had pursued the c l i n i c a l t r a d i -
t i o n has been stated e a r l i e r . Equally, the author accepts that s u b j e c t i v i t y 
i s always inherent i n observational studies. The detailed f i e l d notes (see 
Appendix 9»l) document what the managers said and/or did as accurately as 
possible and without i n t e r p r e t a t i o n , yet s u b j e c t i v i t y i s inherent i n the choice 
of items t o be recorded. 
Dalton ( 1 9 5 9 ) writes: 
(Researcher i n his duty) "obviously requires careful and intimate contact. 
Studying them at a distance the investigator may be so "objective" that 
he misses his subject matter and cannot say what he i s objective about". 
Thus the author consciously strove to be as objective as possible with regard 
t o his mission. The s u b j e c t i v i t y i n the material t o be presented arises from 
i t s nature - job holder experience-in-job. The diagnosis w i l l be presented i n 
the following nine sub-sections, where type of job design deficiency forms the 
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heading and i n d i v i d u a l job holders having that deficiency i n t h e i r jobs are 
mentioned w i t h i n parenthesise 
1« Fuzziness of goals/objectives/role-requirements (jFL, RGB) 
This aspect of fuzziness can be dealt with at two d i f f e r e n t levels? 
(a) Not knowing what i s expected 
(b) Not knowing how t o go about achieving i t 
The l a t t e r aspect - not knowing how t o go about achieving i t - i s usually 
associated with global goals l i k e : increasing p r o f i t s , improving plant operations, 
e t c I t i s the lack of target value that makes these goals fuzzy. How w i l l the 
person know when he has achieved i t , whatever i t i s that he i s t r y i n g to achieve, 
and how w i l l others recognise i t as correct, never mind meritorious? The target 
values l i e i n the domain of measures on perfox-mance. Something d e f i n i t e has t o 
be achieved w i t h i n a certain time span, w i t h i n certain budgets. Plant improve-
ment i s a very vague concept. 
During the period the research was conducted there was no d e f i n i t e develop-
ment project under way. 
Improvements t o plant operating at only 10% capacity.can be d i f f i c u l t to 
j u s t i f y . The plant, by the standards of the company, was old and the more 
obvious improvements had been made by a succession of e a r l i e r plant development 
position holders. I t was, thus, d i f f i c u l t t o dream up r e a l l y innovative 
changes. JEL also had the f e e l i n g that projects that were dreamed up by the 
section manager and other senior management were more l i k e l y t o succeed. Under 
the circumstances - given the ad-interim section manager - no new projects f o r 
plant development were l i k e l y t o receive the green l i g h t . 
Improvement as the objective i s rather nebulous, but as soon as a project 
i s under way,the objectives become clear. JEL would have l i k e d the section 
manager to assist him i n defining projects worth his w h i l e 0 At the moment, 
he was involved in'stretch-work'. 
T i l l now he had only received assignment t o one project - the Tiger 
project - but t h i s was rather a l i a i s o n role - he had to supply supportive 
technical information on the plant to the project team. The actual project 
was i n the hands of Process Developments Department. 
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RAB on the other hand had no knowledge of what was expected of'him. The 
time horizon of his work was l i m i t e d t o being t o l d , by the other plant managers, 
more or less on a day-to-day basis: "Could you do t h a t , Bob, please?" etc. 
2 . Qualitative Underload (EMO, JEL, RGB) 
I t i s rather d i f f i c u l t t o define the concept concretely. EMO and JEL did 
net know how t h e i r careers were progressing - rather they had assumed the worst. 
They desperately looked f o r assignments that would give them an opportunity 
to prove t h e i r worth - t o themselves and t o the management who had f a i l e d t o 
recognise them. The fuzziness of goals i n the case of JEL was rather a destroy-
ing factor too. Both EMO and JEL suffered from non-achievement and non-recogni-
t i o n symptoms. They both knew that they were ablej only no opportunity was 
given them t o show and prove t h e i r a b i l i t y . RGB had the additional worry of not 
having a coherent job d e f i n i t i o n . He had a f e e l i n g as i f the other three plant 
managers were contriving to hand over t o him b i t s and pieces of small time 
work, which did not r e a l l y constitute a r e a l job. 
3 . Quantitative underlaod (JEL, RGB) 
To a degree t h i s i s t i e d up with the two topics dealt with e a r l i e r . However, 
i t has a facet of i t s own. RGB t r i e d t o overcome his lack of goal c l a r i t y and 
'b i t s and pieces ' positbn by doing jobs that could easily have been assigned t o 
operating l e v e l personnel, say the foremen. This behaviour was consistent with 
h i s e a r l i e r career i n the company - he knew the job and could thus create f u l f i l -
l i n g assignments f o r himself. 
JEL t r i e d t o overcome his s i t u a t i o n by p i t c h i n g - i n and helping EMO i n h i s 
operations work. However, t h i s , although providing him with opportunities where 
he could see some results and while acceptable t o EMO, had the danger of 
appearing to senior management as overlap of duties. 
The s i t u a t i o n was essentially one i n which work was created t o keep busy 
to avoid boreiom and void. 
4« Field of a c t i v i t y d i f f e r e n t from specialism (RGB) 
I n the case of RGB t h i s was a major contention. RGB could claim past 
achievement i n the f i e l d of plant operations. He had worked throughout his 
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career on paraxylene plants. The older plants had required constant attention 
and he was nurtured on that kind of work. He knew his capacities but wanted to 
learn more about the process operations. Being a slow learner, he did not enjoy 
attending short courses. He wanted courses and teaching organised in-house so 
that he could learn at his pace. The bits=and-pieces of work assigned t o him were 
invariably of a "personnel" nature. This, he assumed, was done because he had 
been a foreman and everybody took that t o mean he knew how the operators etc. 
behaved, and how they could be assigned work. However, the problem i s that 
the foreman on the older plants was a technical person. I n the past the foreman 
had greater technical role than the personnel one. He wanted t o remain a tech-
n i c a l person. 'The current plant, being more sophisticated, did not have the kind 
of opportunity he was seeking. 
5 . Job erosion (RGB) 
The technological causes of job erosion have been covered i n item 4 above, 
but RGB further f e l t that the other plant managers, perhaps on account of t h e i r 
b e t t e r plant know-how, gave him "odds and sods" t o perform. There was no succinct 
whole piece of work " p i t c h " he could c a l l his own. He f e l t cheated and 
suffered dissonance, although, of course, the dour Scot submitted to the company 
culture and did not openly show i t . 
6. Senior managerial style as perceived by team (JEL. EMO) 
(a) Contact 
Some members of the team f e l t strongly resentful about the lack of contacts 
with senior management. The lack of contact was both physical and mental; the 
physical getting the emphasis only because i t was deemed that physical contact 
would lead t o better understanding, i . e . the mental contact. The contact side 
was emphasised f o r another reason as w e l l - i t was the contact, or rather the 
lack of i t , that brought about a l l the other conditions and improvement i n i t 
could lead to improvements i n a l l other areas. They both f e l t that the managerial 
style was off-handed and rather bureaucratic - i n some ways also petty, and 
rather devious. They thought that senior management had a non-optimal system f o r 
dealing with and assessing t h e i r performance. 
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(b) Lack of feedback on performance fJEL, EMO) 
Both members rather f e l t that they did not receive any feedback on 
performance. This could be explained as a specific example of lack of contact. 
For JEL i t could fu r t h e r be explained by his lack of goal c l a r i t y coupled with 
h i s achievement or i e n t a t i o n leading him to a position of t o t a l void regarding 
his work. 
7» V i o l a t i o n of the sense of equity 
(a) Salary f EMO) 
Two of the plant managers were on grade 1 3 while EMO was on grade 1 2 . He 
had been with the plant longer than the other 'Plant Managers'. To a certain 
extent he could claim greater knowledge of the plant, and f o r some time had 
worked on the heavier workload end of the plant. He therefore could not see 
the j u s t i c e of the system that paid him less than the man who 'did less work', 
had the same educational standing, had been wi t h the company less number of 
years, and had even the same job t i t l e , i . e . plant manager. 
The other person on grade 1 3 was the Development Manager. This was also 
g a l l i n g because the development manager could not even show any r e a l output f o r 
his labour. At one moment EMO even said that the development job could be 
handled at grade 1 0 . This statement was made only t o i l l u s t r a t e the inequity 
of the s i t u a t i o n . 
(b) Team Leadership (EMO, JEL) 
I t was believed that RAP was being groomed f o r the team leadership and 
i t was assumed t o be the prime motive f o r t r a n s f e r r i n g him t o the plant. As 
previously, work on the plant had been more the work of co-equals, t h i s was 
seen as a reduction i n t h e i r own status. .This t o a degree v i o l a t e d t h e i r sense 
of equity and j u s t i c e . 
8 . Uncertainty 
(a) In-career plans (EMO, JEL) 
Both had assumed that they would not get further promotions, and probably 
not even a higher salary grade w i t h i n t h e i r current posit i o n levels. This-
i t s e l f was not the uncertainty - they had assumed t h i s much and learned, t o 
l i v e w ith i t . Senior management had not discussed alternatives t o promotions i n 
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careerso This was the uncertainty that was uppermost i n t h e i r minds„ They 
were 'partly employed' - job underloads - and so were seeking a l t e r n a t i v e jobsj 
of course, w i t h i n the company. The company pensions were very l u c r a t i v e ; i t 
was the normal company practice that i f the company asked the p o s i t i o n holders 
to r e t i r e e a r l i e r most employees could negotiate a good deal f o r themselves* 
But these early retir-emenls were often a f t e r about 18 t o 20 years service * So 
these people could not think of leaving thecompany of t h e i r own accordo They, 
therefore, would have preferred management t o discuss al t e r n a t i v e jobs. The 
company atmosphere precluded the individuals from taking i n i t i a t i v e t o raise 
t h i s problem with the senior s t a f f . 
9° Team s p i r i t ("HAP vs. EMO, J EL) 
Notwithstanding the fact that openly there was no h o s t i l i t y , surface l e v e l 
co-operation was good- At the sublimal l e v e l , there was "why him" feelings that 
EMO and JEL held with respect t o RAPo As a consequence of t h i s shared f e e l i n g 
EMO and JEL had evolved a dyadic clique - based, on shared experience of help-
lessness. 
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9 « 7 » Conclusions of the f i e l d study 
The conclusions reached from the study are of two types: 
1«> Organisational purpose 
2o The author's purpose 
The conclusions w i l l be presented i n the above-listed order. 
Organisational conclusions 
Foremost i t should be understood that any changes introduced as a consequence 
of studies of the type being reported are the r e s p o n s i b i l i t y of, and emanate 
from, senior management. The consultant-researcher or whosoever does the basic 
diagnosis, unless the diagnoser i s senior management i t s e l f , i s not the person 
who introduces change. The consultant-researcher can, however;, i f asked f o r , 
propose solutions. During conversation between the author and the senior 
management, not losing sight of the fact that changes i n the jobs of the RMG 
would involve, and more t o the point be prompted by, senior management, the 
author had attempted t o ascertain the l i m i t s t o changes that could possibly be 
introduced. 
Awaited a r r i v a l of new Section Manager 
While the study was under way, towards the end, the new section manager, 
AJM, took charge of the position. EAT stayed with the study f o r two reasons: 
1 . To give co n t i n u i t y - which was essential f o r the study. 
2 . Responsibility f o r t r a i n i n g - one of EAT's r e s p o n s i b i l i t y areas was t r a i n i n g . 
I n t h i s capacity he continued his association. The outcome of the project was 
important f o r his own learning - i f successful he could apply the method t o 
other plants. 
The Organisational Delineation of Problem Areas 
I n the f i r s t h a l f of December (the f i f t h month since the beginning of the 
study) EAT sent the l e t t e r presented as Exhibit i n Appendix 9»3« 
Senior management had thus, through the use of the methodology, not only 
delineated the problem areas but also devised a policy of change. 
The f i n a l changes introduced, with respect to plant management, included: 
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l o RAP transferred t o another plant. 
2 . RGB s i m i l a r l y transferred t o yet another planto 
3o EMO given team-leaders*position* 
4» Steps under way to get EMO's job r e c l a s s i f i e d on the basis of his new job. 
5» A new person brought in t o plant management. The new person given the 
* j u n i o r f plant manager position. 
6. Moves under way f o r the Product Group Manager t o arrange t o see his Plant 
Managers more often. 
7o (The a r r i v a l of the new section manager, although not brought about as a 
consequence of the study, had the p o t e n t i a l of meeting JEL's expectations). 
80 Management decision t o i n t e n s i f y t h e i r existing policy of setting up special 
projects f o r individuals to relieve them, p e r i o d i c a l l y , of plant duties. 
Interpretations on the possible consequences of the above l i s t e d outcomes 
lo The removal of RAP had the p o t e n t i a l of assuaging the grievance that JEL 
and EMO f e l t regarding t h e i r perceived lowering of status. 
2 . EMO's appointment t o team leader posit i o n had the p o t e n t i a l of r e i n f o r c i n g 
his self-esteem and opening f o r him the avenue f o r proving, by his perform-
ance, his a b i l i t i e s . I t also opened the way, as he saw i t , f o r management 
t o r e c t i f y his salary grade assignment. 
3 . RGB's assignment t o a d i f f e r e n t plant had the p o t e n t i a l of giving him a job 
where his s k i l l s , a b i l i t i e s and knowledge could be used t o his s a t i s f a c t i o n 
and at greater s a t i s f a c t i o n t o the company. 
4 ° The a r r i v a l of the new section manager had the p o t e n t i a l of ensuring JEL 
received as much support i n his work as was needed for s t a r t i n g and pro-
gressing plant developmental projects. I t should be pointed out that 
the new section manager, during a previous appointment, had undertaken 
development work on the same plant. 
5 . The changes carried the p o t e n t i a l of r e c t i f y i n g job underload conditions. 
Further, some of the duties previously undertaken by RGB could now be 
devolved t o the s h i f t foreman l e v e l , thereby enriching those jobs as w e l l . 
7 6 4 . 
6. The increase i n special projects had the p o t e n t i a l of providing change 
•which often (see Chapter 3) has an invigorating e f f e c t . 
The place of the consultant researcher 
The author proposes that i n organisation change strategies operating at 
the l e v e l of the i n d i v i d u a l , l i k e job design, the consultant as a change agent 
would be highly recommendable. and i n perhaps a Vsj t o diagnosis: I t i s an 
arguable contention of the author that outside change agents can operate more 
successfully than i n t e r n a l change agents. The boss may f i n d i t hard t o 
succeed i n the diagnosis phase. The relationship between the boss and the 
people whose jobs are being analysed becomes established and s t a b i l i s e d : either 
too closely or too d i s t a n t l y . I n either case, however, the following situations 
may emerge: 
- the subordinate may be unable t o devise ways of introducing desired 
modifications t o his job 
- the subordinate may be unable t o *pass the message' on his jobfe 
i l l design 
- the subordinate may o v e r a l l f e e l the effects of i l l design but be 
unable t o a r t i c u l a t e and pinpoint ( a n a l y t i c a l l y ) the causes 
- the subordinate may be unwill i n g to 'open his mouth', thereby, 
possibly, prejudicing his future career 
At diagnosis an i n t e r n a l consultant could be more successful than the bosa 
The root cause of the problem can only be determined, i f ever, by having a kind 
of relationship which only an external person, without any personal axe t o grind, 
can b u i l d up with the participants. I n t e r n a l consultant would thus be success-
f u l t o the extent that he can distance himself from organisational connections. 
The author's purpose 
The author's purpose i n conducting the study was: 
1 . To t e s t the methodology 
2 . To evaluate the appropriateness of some of the ex i s t i n g methods of 
c l a s s i f i c a t i o n or devise a scheme that could appropriately be used 
fo r job design. 
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3 . Gain f u r t h e r knowledge and gather evidence f o r building a theory 
of managerial job design 
Regarding the second of the purposes the author has already stated his conclu-
sion i n Section 9»5» 
The interviews and 'shadowing' which resulted i n the diagnoses helped the 
author to gain i n s i g h t f u l knowledge which helped towards the building of the 
theory presented i n Chapter 1 1 and led t o the study on he u r i s t i c s reported i n 
Chapter 1 0 . 
Regarding the f i r s t of the above stated objectives, the author concludes 
that the methodology was found t o work, and served w e l l i n i t s current usage. 
However, and t h i s i s a ten t a t i v e statement given the l i m i t e d t e s t i n g , the 
presence of an external person ( i n the form of consultant/researcher) may be 
necessary. 
l a s t words 
l o Reallocation of duties 
The establishment of the new team should have necessitated re-negotiation 
of the plant roles/duties/tasks that had e a r l i e r been negotiated between members 
of the old team. This, i f done, was without author p a r t i c i p a t i o n . The author 
believes that the reports generated from the job audit and the e a r l i e r negotia-
tions would have f a c i l i t a t e d the re-negotiations. 
2 . Mo questionnaire 
As soon as diagnoses were available (the senior management's own and the 
author's) management took action. The author had no time to design questionnaires 
e i t h e r t o validate the diagnosis (hypothesis) or t o measure the effects of 
change. Given that the o r i g i n a l study plan, devised c a r e f u l l y and thoughtfully, 
included the use of questionnaire,it was c l e a r l y the case that the author 
placed a certain amount of value on the use thereof. The fact t h a t questionnaires 
were not used i n the study made the researcher r e f l e c t i v e and he wondered 
whether deviation from plan had somehow d i l u t e d the study. 
The o v e r a l l methodology for t h i s study, as o f t enough stated, was c l i n i c a l . 
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The sole use of questionnaire i s often referred t o as the mechanical method 
(Campbell et a l ( 1 9 7 0 ) ) . The ove r a l l planned methodology could, therefore, be 
described as mixed. 
I n a research s e t t i n g similar t o the one of t h i s study Hodgson et a l 
( 1 9 6 5 ) , i n deriving t h e i r conclusions wrote: 
"To construct questionnaires, we had t o know the salient dimensions of the 
s i t u a t i o n we were studying. I t took about a year of i'ieldwork t o f i n d them 
out and by that time we were already obtaining so much data that question-
naires would have been of no incremental value; also, the reader can 
readily see that constructing questionnaires on the topic we were research-
ing would have been indelicate, t o say the le a s t . Even i f our respondents 
had been able to answer such questions as we might have asked, they would 
have tended not t o , and t h e i r t r u s t i n our discretion would have been 
greatly reduced. We chose to use what methods we could t o continue 
investigating a topic of i n t e r e s t , rather than to abandon the project 
because the,'objective* methods of research were closed to us". 
The operative concepts i n the above quotation are: 
1 . Incremental value of questionnaires once diagnosis has been made, 
2 . The delicate nature of the subjects which the questionnaire items 
would have had to deal with. 
A d d i t i o n a l l y , developing questionnaires which draw out the information, 
s p e c i f i c t o the s i t u a t i o n , sought by the researcher i s a slow and time intensive 
process. When diagnoses are available, should industry (and would they?) wait 
u n t i l the researcher has done 'his b i t ' ? I n t h i s study they c e r t a i n l y d id not. 
Whether they should have done so i s a debatable issue. 
I n conclusion, then, the author has no regret regarding the non-use of 
the questionnaire. So the author's position with respect t o questionnaire f o r 
job design diagnosis i s that, while he does not t o t a l l y gainsay t h e i r value, he 
would question t h e i r compulsive use. 
Chapter 10 
Si 
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CHAPTER 1 0 
MANAGERIAL HEURISTICS - A STUDY OF THE LINKAGES 
BETWEEN JOB DESIGN PRIMITIVES 
Introduction 
The study reported i n t h i s Chapter was undertaken t o help the author gain a 
deeper understanding of some of the job design primitives which i n l i t e r a t u r e 
are often discussed s t a t i c a l l y . Typical example of the s t a t i c studies, by 
way of explaining the use of the term, would be the investigation reported by 
McCarrey and Edwards ( 1 9 7 2 ) on differences i n i n d i v i d u a l o r i e n t a t i o n . Taking 
the primitives 'recognition' and'achievement' , these researchers were able to 
map the orientations of individuals, i n a population of b i o l o g i s t s , onto the 
pri m i t i v e s . At a primary l e v e l t h i s i s a fundamental research f i n d i n g but i t 
would be exceedingly d i f f i c u l t to use the concept or the result f o r any purpose 
i n an e f f o r t t o improve organisational performance or even help the i n d i v i d u a l 
to achieve desired outcomes, i n the work environment. Investigations culminat-
ing i n such findings are s t a t i c i n the sense that they do not indicate whether 
i n the opinion, based on experience-in-job, of the subjects, i n the dynamics of 
an organisation 'achievement leads t o recognition' or 'recognition leads t o ' 
feeling of achievement '. Such relationships, on the other hand, could be i n the 
minds of people employed i n organisations. I n support of t h i s l a s t remark i s 
quoted the following t e x t from Hackman ( 1 9 7 6 ) : 
"When a member in f e r s that the opportunity exists t o a t t a i n certain 
personal s a t i s f a c t i o n i n a given group, the nature of behaviour i n 
response t o that observation also w i l l depend upon his perception of 
"what leads t o what" i n that group s e t t i n g " . 
The above quote draws out the implication of "what leads t o what" from the 
individual perspective. Peters ( 1 9 7 9 ) > on the other hand, draws out the import-
ance of the same concept f o r the individual/organisation interface. Peters 
suggests that the job of the senior managers i s t o convince those subordinate 
to him t h a t : 
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"the rewards w i l l tend t o flow t o those who are working most vigorously 
and imaginatively t o advance the chosen t h r u s t " , 
that i s to say, there should be an i m p l i c i t , or possibly e x p l i c i t , understanding 
on 'performance leading to rewards'. 
Thus, 'what leads t o what' i s the main theme of t h i s chapter. 
The image and concept that the quote from Hackman, given above, conveys 
i s one of strategy based on discovery. The concept of strategy formulation, 
application and reformulation of strategy when so necessitated by unfolding 
events and circumstances i s e f f e c t i v e l y covered by the word 'Heuristics'. 
An individual's heuristics are the product of his personality (which deter-
mines his goals) and the environment - his job. Heuristics would thus be deter-
mined by what the in d i v i d u a l wants" from the work place and the opportunities and 
constraints that he discerns i n his work environment. A study of heu r i s t i c s thus 
implies an investigation i n t o some aspect and part of the 'goals-means' chain. 
The specific aspect investigated and the reasons f o r anchoring the study on 
that aspect are now discussed. 
The s t a r t i n g point of the research reported i n t h i s chapter i s job holder's 
'success' i n his job. Both the job holder and the organisation would equally 
agree that t h i s i s a desirable c r i t e r i o n : success for the job holder would i n d i -
cate the measure of s a t i s f a c t i o n he derives from the job; equally, job holder 
success i n the job would indicate, f o r the organisation, the satisfactoriness 
of the man-job combination. 
The three essential purposes f o r the research reported herein are derived 
from the following considerations. 
Given that work forms the bond between the in d i v i d u a l and the organisation, 
1 . The major area of concern t o job designers should be what job holders 
themselves hold t o be the predeterminants of success i n job. 
2 . A related area of concern for job designers would be the outcome 
variables (post determined) associated with success i n job. 
This concern would however be of a d i f f e r e n t nature, than t h a t associated 
with the foregoing. 
Given that most organisations continue t o use monetary rewards as 
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incentive: 
3 . Job holders are l i k e l y t o place the highest importance on salary 
and benefits themselves, or evidence t h a t these items are the 
outcomes of events ( i n the goals means chain) on which they place 
higher importance than they do theron. 
Note t h a t , of the three statements given above, while the f i r s t two indicate 
exploratory research, the t h i r d i s a hypothesise 
The way the exploratory part of the research was operationalised and how 
the stated hypothesis helped i n progressing the study i s explained i n the main 
body of the chapter. This chapter consists of the following sections: 
1 0 . 1 Prelude 
10.2 The research instrument 
1 0 . 3 The concepts - an explanation of concepts derived from 
graph theory 
10.4 The f i e l d study 
1 0 e 5 Analysis of data-main study 
1 0 . 6 Saliency of salary and benefits 
1 0 . 7 Conclusions 
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10.1. Prelude 
The source material on how a person relates to his work i s job a t t i t u d e s . 
Job attitudes have been extensively investigated and reported i n l i t e r a t u r e (see 
Chapter 2 ) . The value of investigation .into job attitudes l i e s i n the a b i l i t y 
t o r e l a t e the job attitudes held by a person t o his performance. However, 
whereas the e a r l i e r researchers assumed that "good" job attitudes automatically 
led to good performance, i t has f o r some time been research established that 
t h i s , per se, may not be the case (see Kornhauser and Sharp ( 1 9 3 2 ) ) . 
According t o Locke ( 1 9 7 6 ) the primitives with respect t o which job a t t i -
tudes have been most often studied are the following nine: 
1. Work 
2 . Pay 
3 . Promotion 
4« Recognition 
5» Benefits 
6. Working conditions 
7 . Supervision 
8 . Co-workers 
9. Company management 
McClelland ( l 9 6 l ) suggested that money also acts as a mark of achievement, 
as the indicator of recognition and as a l u b r i c a t i o n f o r a t t a i n i n g other values/ 
needs l i k e l e i s u r e , works of a r t , etc. Thus on the authority of McClelland i t 
could be said t h a t even i n t h i s short l i s t of 9 items, some are linked i n the 
means/goals chain. 
Studies on job attitudes and specific primitives investigated or i n f e r r e d 
from the data have been discussed i n Chapter 2 . The p a r t i c u l a r job attitudes 
studies regarded by the author t o be important i n the context of t h i s chapt 
are two reported by Herzberg and his collaborators (Herzberg et a l ( 1 9 5 9 ) , 
Herzberg et a l ( 1 9 5 7 ) ) . While the importance of the Herzberg ( 1 9 5 9 ) study 
l i e s i n that i t begat the Herzbergian job design paradigm, the e a r l i e r report, 
forming a comprehensive review of the subject, underpinned the l a t e r findings. 
The above narrated c e n t r a l i t y of Herzberg Ts findings to job design theory, 
plus the fact that the 1 0 constructs delineated by him could be operationally 
verbalised i n a way that would lend themselves t o building of means/goals 
chains, recommended t h e i r use i n the heuristics study. Additional reasons which 
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led t o the focus on Herzbergian constructs were: 
1. While c r i t i c i s m of the novel way i n which Herzberg dealt with salary-
are many, a l l these stem from t h e o r e t i c a l reasoning. To support t h i s 
contention i s the following quotation from Campbell and Pritchard 
( 1 9 7 6 ) : 
"Unfortunately, rather than going ua Lo explore systematically 
the p o t e n t i a l of the free response procedure, the same procedure 
has been repeated over and over. For taxonomic purposes, i t 
would have been more f r u i t f u l t o explore the effect of systematic 
change i n certain parameters, such as the nature of the episode 
to be described, the time frame of the c o l l e c t i o n , the mode of 
data c o l l e c t i o n (e.g. o r a l versus w r i t t e n ) , types of job, a l t e r -
native procedures f o r the content analysis, etc. I f t h i s had 
been done, we would now'have a much more complete picture of 
what,people consider t o be important outcomes of work". 
The author's study was designed t o investigate Vhat leads 
t o what f, i . e . the he u r i s t i c s , through the pot e n t i a l of new int e r p r e -
t a t i o n rather than t o support or t o repudiate those o r i g i n a l l y 
arrived at by Herzberg and his collaborators. 
2 . The p o s s i b i l i t y of r e l a t i n g the findings to a body of l i t e r a t u r e 
bearing on job design so that the concepts of antecedents and post-
cedents that the author was attempting to develop would have immediate 
u t i l i t y t o job design. 
3» The p o s s i b i l i t y of building on some known research findings. 
Herzberg's constructs and t h e i r operationalisation 
Herzberg ( 1 9 5 9 ) himself and subsequent researchers making references t o 
Herzberg's work, e.g. Campbell et a l ( 1 9 6 0 ) , often use short construct names 
which are given meaning and body w i t h i n the t e x t . However, without the accompa-
nying t e x t , the author regarded the t i t l e s assigned as interpretable i n a number 
of ways. I n an attempt t o reduce the m u l t i p l i c i t y of inte r p r e t a t i o n s , the 
author operationalised the constructs with descriptive statements/phrases. 
The o r i g i n a l Herzberg constructs and the assigned descriptive expressions are 
presented i n the table of Figure 1 0 . 1 . 
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Herzberg construct Expression used i n current study 
1. Achievement The success I have i n doing my job. 
2 . Recognition The recognition I receive f o r the 
work I do. 
3o Work i t s e l f The nature of the work I carry out. 
4 . Responsibility and authority The control I have over my own and 
other's work. 
5- Work conditions The conditions prevalent at work 
(physical conditions and f a c i l i t i e s ) 
6. Interpersonal relationships The relationships I have with the boss 
and colleagues. 
7 . Salary and benefits The salary and benefits I earn. 
8. Supervision - technical The technical competence of the boss and 
colleagues. 
9. Advancement The advancement I get through promotions. 
1 0 . The pol i c i e s and admini-
s t r a t i o n 
The policies and administration of the 
organisation I work f o r . 
i 
Figure 1 0 . 1 : Operationalisation of Herzberg's factors 
These operationalised expressions were used i n the study. How these were used 
w i l l be explained i n the next section. This chapter reports a study based on 
these 1 0 constructs; i n the report, the numbers used i n the above l i s t i n g w i l l 
act as reference numbers t o these constructs. For example, the phrase 
'construct 4 ' " w i l l imply 'responsibility and authority'. 
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1 0 . 2 . The research instrument 
The study was conducted through a form of questionnaire . The development 
of the instrument took place i n three steps. The f i n a l version of the research 
instrument has only 3 pages and the three pages a f t e r t h i s page are i n fact 
the research instrument i t s e l f . The steps i n the development of the research 
instrument and the f i n a l form i n which i t was used w i l l now be described. I n 
reading t h i s description, consulting the f i n a l form of the questionnaire may be 
found h e l p f u l . 
The development 
The developmental phase i s shown diagrammatically i n Figure 1 0 . 9 . 
( 1 ) ( 2 ) ( 3 ) 
I n i t i a l deve- P i l o t study develop- Final develop 
lopment ment ment 
Pre P i l o t study P i l o t study Research 
instrument i n 
f i n a l form 
Figure 1 0 . 2 : The steps i n the development of the Heuristic 
study research instrument 
1 0 . 2 . 1 . The pr e - p i l o t study was conducted with three f a c u l t y members of the 
Business School. One of these participants suggested the use of the word 
'influence' instead of 'predetermine'. The former word he thought might not be 
understood by respondents from industry. However, i n the discussion with the 
other two persons i t was clear that the meaning they assigned t o 'pre-determine' 
was d i f f e r e n t from that which they would ascribe t o the word Influence'. I t 
was cer t a i n l y the case t h a t the concept the author wanted to research required 
the use of the word 'pre-determine '. I t was therefore decided to r e t a i n the 
word, and pay p a r t i c u l a r a t t e n t i o n during the p i l o t study t o check t o see whether 
there was any incomprehension or misinterpretation of the word. 
1 0 . 2 . 2 . The p i l o t study was conducted with 2 3 managerial l e v e l personnel from 
d i f f e r e n t f i e l d s . The results from these respondents were clear l y i n d i c a t i v e 
of satisfactory understanding of the research instrument. Indeed, none of the 
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Dear research p a r t i c i p a n t , 
Enclosed i s a questionnaire on job holders views on his/her job. 
I would be g r a t e f u l i f you would complete the questionnaire and return i t 
t o me at the address given below: 
M. J. Chaudri, 
Durham University Business School, 
M i l l H i l l Lane, 
Durham, DH1 3LB. 
For- aijy queries that may arise, please telephone, 
Jijn Chaudri on Durham ( O 3 8 5 ) 4 1 9 1 9 e x t . 5 9 
Age: i . Less than 2 6 years of age 
i i . Between 2 6 and 3 0 years of age 
i i i . Between 3 1 and 3 5 years of age 
i v . Between 3 6 and 4 0 years of age 
v. Between 4 1 and 5 0 years of age 
v i . Between 5 1 and 6 5 years of age . 
v i i . More than 6 5 years of age 
Sex: i o Male D o . o . e . . . o . . . e e . . . . o . . . . . o 6 . . . . . . . . . . . . . 
i i o Female . o . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . o . « . . o 
Job grade ( i n terms of the hi e r a r c h i c a l l e v e l of the position you are occupying) 
i . Top management 
i i . Senior management 
i i i . Middle management 
i v . Junior management 
v. Entry l e v e l management 
v i . Others, please specify: _____ 
Marit a l status: 
i . Married 
i i . Unmarried 
i i i . Widowed 
i v . Separated 
Number of children: 
i . None 
i i . 1 t o 2 . . . . 
i i i . 3 t o 4 • • • • 
i v . More than 4 
Document MJC/79/5 
On the accompanying clock-face diagram are ten c i r c l e s . Each c i r c l e contains a statement 
r e f l e c t i n g some conditions associated with, and r e l a t e d to, the work environment. Please 
draw arrows between the c i r c l e s to indicate which condition pre-detenri_nes which other,, 
Example; On a f i v e c i r c l e diagram the arrows could be drawn as shown below: 
Note:If an arrow i s drawn from A to C, do not draw one from C to A. Please f e e l f r e e 
to draw as many arrows as you think appropriate. 
7 7 6 . 
Given below, i n a l i s t form are the ten statements from the preceding page. 
Please grade, on a scale 1 t o 3 the importance you place on each item. 
Grade 1 indicates the highest importancej grade 3 the least importance. 
Statement of job s i t u a t i o n Grade 
1 . The success I have i n doing my job 
2 o The recognition I receive for the work I do 
3 . The nature of the work I do (job contents) 
4 ° The control I have over my own and other's work 
5 . The working conditions prevalent at work, physical 
conditions and f a c i l i t i e s 
6 . The relationship I have with my boss 
7 . The salary and benefits I earn 
8 . The technical competence of my boss and colleagues 
9 . The advancement I get through promotions 
1 0 . The policies and administration of the organisation 
employing ms 
Think of the time you were happiest i n your job s i t u a t i o n ( i n the current job or 
i n any previously held position) and also think of the time you were unhappiest. 
I n column Btick the statements which would describe the causes of your happiest 
experience. 
I n column C tick the statements which would describe the causes of your unhappiest 
experience. 
A 
Statements of job s i t u a t i o n 
B 
Happiest 
C 
Unhappiest 
1 . The success I had i n doing my job 
2 . The recognition I received f o r the work I did 
3 « The nature of the work I was involved i n 
x 4 « The control I had over my own and other's work 
5 . The working conditions prevalent at work, physical 
conditions and f a c i l i t i e s 
6 . The relationship I had with my boss 
7 . The salaries and benefits I earned 
8 . The technical competence of my boss and colleagues 
9 o The advancements I got through promotions 
1 0 . The policies and administration of the organisa-
t i o n employing me 
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p i l o t study participants, when asked a f t e r having feompleted the questionnaire, 
could suggest any way i n which the questionnaire needed t o be modified, c l a r i -
f i e d or improvedo 
The p i l o t study did have one b e n e f i c i a l r e s u l t f o r the researcher, however, 
i n that one of the subjects responded to the f i r s t question on page 3 by marking 
only three items instead of the whole l i s t , on a scale 1 t o 3 » To reinforce 
the requirements expressed i n t h i s question i t was decided t o underline the 
word "each" i n the question concernedo 
1 0 . 2 . 3 . The f i n a l form 
The f i r s t page of the research instrument contained 5 questions for e l i c i t -
ing demographic data on the respondents. The importance of type of data, f o r 
the study at hand, has been discussed e a r l i e r i n Chapters 2 , 4 > 6 and 7 ° This 
information can be used f o r f i n e r analysis of the in d i v i d u a l h e u r i s t i c s , i c e . 
do males have d i f f e r e n t heuristics from females? Do younger people have d i f f e r -
ent heuristics from more mature ( i n years) people? Whether the he u r i s t i c s are a 
function of the hie r a r c h i c a l l e v e l of the respondents? or even whether the c i v i l 
status (marriage and children) produces differences i n heuristics,, However, the 
author's purpose i n co l l e c t i n g t h i s data f o r report i n t h i s chapter was essen-
t i a l l y to check f o r gross biases i n the source of the heuristics data, ioe<> the 
respondent population* 
The second page of the research instrument contained a 'clock face diagram 
Herzberg's ten constructs, operationally verbalised, were w r i t t e n , equally 
spaced out, along the circumference of a c i r c l e . Around each of the statements, 
i n t u r n , a small c i r c l e was drawn. The space inside the c i r c l e , along whose 
circumference the statements were positioned, was l e f t blank. 
The respondents were given specific instructions on what to do (see second 
page of research instrument); moreover, t o add c l a r i t y t o the i n s t r u c t i o n a 
smaller example was presented. A note was added t o prevent the drawing of two-
way arrows. 
The respondents were asked t o draw arrows t o show which conditions pre-
determine which other . 
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The t h i r d page-of the research instrument contained two questions; the 
responses t o the f i r s t of which were necessary fo r the computation of heu r i s t i c 
pressures, the second question intended t o f a c i l i t a t e comparison with the 
o r i g i n a l Herzberg study. 
The f i r s t question on the t h i r d page asked the respondents t o grade, 
according to the importance they attached, a l l the 1 0 operationally defined 
Herzberg constructs, on a scale 1 ..to 3> where grade 1 indicated highest and 
grade 3 the least, importance. 
The l a s t question on page 3> and f o r the study as a whole, asked the res-
pondents t o think of the time they had experienced t h e i r greatest happiness and 
the time they had experienced the greatest unhappiness. The respondents were 
asked to t i c k those of the operationally defined Herzberg constructs that were 
involved on these occasions. Mote that the response space consisted of two 
columns: one f o r the description of the happy occasion and the other f o r the 
description of the unhappy occasion. 
The research instrument having been discussed, some important concepts 
developed i n the course, and f o r the purpose of analysing heuristics w i l l now be 
presented, i n the next section. The basic concepts were developed, and trans-
lated t o t h i s study, from l i t e r a t u r e on Graph Theory (see, f o r example, Berge 
( 1 9 6 6 / 1 9 6 2 ) , Ore ( 1 9 6 3 ) ) . Of specific and fo c a l interest i s the theory of 
Directed Graphs. 
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1 0 o 3 < » The Concepts 
The concepts associated with h e u r i s t i c s are alluded t o , or can be inferen-
t i a l l y derived from current l i t e r a t u r e on motivation; but, t o date, there i s no 
study report on research into heuristics of job environment that the author i s 
aware of. This fact necessitated the development of some concepts that \ v i l l now 
be defined. I n the d e f i n i t i o n of concepts although the term Vork s i t u a t i o n ' 
may not always be stated, i t w i l l i n f a c t be implied. Moreover, e f f o r t i s not 
as much being made t o rigorously define the concepts as t o convey the concepts 
to the reader, i n order to enable him t o fol l o w the study, understand the data 
and evaluate the interpretationso 
In the study i t s e l f the primitives used are those operationalised from 
Herzberg, but i n the statements on concepts, and examples contrived f o r the 
c l a r i f i c a t i o n of these the term 'construct' has been used i n order both t o make 
the concepts more general and t o prevent the reader making inferences as t o the 
author's view of the underlying relationships between the Herzbergian constructs. 
However, although attempt has been made t o present the concepts i n a general 
form,this has only been done t o a degree; where complete generalisation might 
have called f o r defining the specific-to-study i n t e r p r e t a t i o n , generalisation 
has not been carried through. 
• Lastly, t h i s section i s i n two parts. I n the f i r s t part, where the basic 
concepts are presented one a f t e r the other, the reader, some way through, may 
wel l ask 'What i s a l l t h i s i n aid of? 'o Well, the concepts are used i n the 
study and therefore necessary f o r understanding i t . A l l that can be said i s t o 
ask the reader t o persevere a l i t t l e and i n the course of the second part which 
extends the basic concepts but uses the p i l o t study data f o r i l l u s t r a t i o n s , 
the whole study w i l l become clear. 
1 0 . 3»lo The basic concepts 
I n t h i s subsection, 7 concepts are discussed. Some of these concepts are 
borrowed from Graph Theory and the diagrammatic approach lends i t s e l f t o 
conveying these concepts. Some of the concepts discussed here are not d i r e c t l y 
r e l a t e d t o Heuristics but need discussion because the method of Heuristics, 
developed by the author, uses these Graph Theory concepts. 
7 8 0 c 
( i ) Predetermination and i t s representation 
The notion s i g n i f i e s one construct (denoting an event or condition) leading 
to another. I t indicates that the f u l f i l m e n t of the preceding condition, or event* 
i n some way leads t o the f u l f i l m e n t of the construct predetermined by i t . 
The preceding event or condition may thus be necessary but may not be, on i t s 
own. s u f f i c i e n t . 
Taking the graphical approach, two constructs, A and B, having a predeter-
mining relationship between them, are shown i n the diagrams of Figure 1 0 . 3 • I n 
t he representation the constructs are depicted by ci r c l e s (with the reference 
number of the construct w r i t t e n w i t h i n i t ) and the relationship i s shown by the 
arrow, which goes from predetermining construct t o the one pre-determined. 
B 
A B 
Diagram 1 : Construct A predetermines Diagram 2 : Construct B pre-
Construct B determines Construct 
A 
Figure 10.3; Diagrammatic representation of the 
predetermining relationships 
The c i r c l e s i g n i f y i n g the construct i s referred t o as the Node. Thus, i n a 
graphical representation a node represents a construct. The nodes derive t h e i r 
references from the construct that they represent: Construct A i s represented by 
node A, and Construct B by node B. 
In discussions of predetermining relationships where graphically methods 
have been used, the terms Node A or Construct A may thus be interchangeably 
used. 
A construct may predetermine two, or more, constructs and one construct may 
be predetermined by two or more constructs, i.e.between several constructs the 
relationships may be of the types one-to-many or many-to-one respectively. 
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E 
B 
D G 
A 
f Figure 1 0 . 4 : I l l u s t r a t i o n of one-to-many and ?many-to-one 
t relationships; also shows Tdirect and in d i r e c t 
predetermination 
These two types of relationships are i l l u s t r a t e d i n Figure 1 0 . 4 where: 
(a) One-to-many predetermining r e l a t ion ships hold f o r Constructs A and C on 
account of: A predetermining the three nodes B, C and D; C predetermining 
the two nodes E and F. 
(b) Manv-to-one predetermining relationships held f o r Constructs E and F, on 
account of: node E being predetermined by nodes B and C; node F being 
predetermined by nodes C, D and G. 
In Figure 1 0 . 4 nodes A and G are themselves not predetermined by any other 
nodes and nodes E and F do not predetermine other nodes. Such nodes as these 
are referred t o as the Terminal Nodes. Where'a d i s t i n c t i o n i s necessary as t o 
which of the two types i . e . of the type A and G or of the type E and F, a 
par t i c u l a r terminal node i s , the following convention w i l l be used: 
(a) Those terminal nodes predetermining others w i l l be referred t o as the 
s t a r t i n g terminals 
(b) Those terminal nodes not predetermining others w i l l be referred t o as the 
end terminals 
( i i ) Direct and i n d i r e c t predetermination - chains 
The statement 'Construct A predetermines Construct B ? shows direct 
dependence between the two constructs. Such a relationship i s referred t o as 
the Direct predetermination . With reference t o Figure 1 0 . 4 > node E i s d i r e c t l y 
predetermined by node B and node B i s , i n t u r n , d i r e c t l y predetermined by node A. 
Although nodes A and E are not d i r e c t l y involved i n any predetermining r e l a t i o n -
ship, the fact that the node A predetermines node B which i n tu r n predetermines 
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node E, suggests that A and E are involved i n some in d i r e c t predetermining 
relationship. The relationships of the type between nodes A and E, where the 
bond i s through intermediary nodes, w i l l be referred t o as 'Indirect predeter-
mination'. Although i n the fig u r e being referenced the diagram shows only one 
intermediary node between A and E, the number of nodes acting as intermediaries 
may be any f o r ind i r e c t predetermination. When the i n d i r e c t predetermination 
i s one removed, i.e. involves one intermediary, i t w i l l be referred t o as 
l e v e l 1 i n d i r e c t predetermination; when the number of intermediaries involved i n 
i n d i r e c t predetermining relationships i s 2 , 3 > 4 etc., these w i l l be referred t o 
as l e v e l 2 , l e v e l 3 * etc. i n d i r e c t predeterminations. 
Constructs ./hich are themselves not d i r e c t l y related but are so through 
intermediaries w i l l also be referred t o as chain linked . Thus the path t r a c -
ing predetermining r e l a t i o n s , through intermediary nodes, constitutes the chain 
( i i i ) Heuristic maps . 
Diagrams of the type shown i n Figure 1 0 . 4 w i l l be referred t o as 'graphs'. 
Graphs, i n the context of studies i n h e u r i s t i c s , with the added proviso that 
between the starting-terminals and end-terminal there be 'conceptual closure' 
are regarded as forming 'heuristic maps'. Constructs linked i n predetermining 
relationships are said t o possess conceptual closure when no relevant predeter-
mining relationships hold either beyond the end-terminal or p r i o r t o the s t a r t i n g 
terminal. The concept of closure leads t o the d i s t i n c t i o n between two types of 
he u r i s t i c maps arising from the way of constructing them. The two ways of 
buildi n g heuristic maps are as follows: 
(a) Seeded heuristic maps 
The construction of the seeded form of the h e u r i s t i c map demands the 
delineation of some event or condition with respect to which through the succes-
sive positing of questions such as ,TWhat w i l l t h i s lead t o " and "What events or 
conditions are necessary f o r i t s f u l f i l m e n t " the map i s b u i l t , i n either 
d i r e c t i o n , from the seeding concept. Mote that conceptual closure i s b u i l t i n 
- the questions are stopped each time the discussion goes out of the closure 
l i m i t * 
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(b) Jointed heur i s t i c maps 
The construction of the j o i n t e d form of the heuri s t i c map i s based on 
presenting a l i s t of constructs t o individuals and asking them t o l i n k the 
constructs with any, and a l l , the predetermining relationships they perceive 
t o hold between the given constructs. Mote that i n jointed h e u r i s t i c maps, 
conceptual closure i s based on a p r i o r i reasoning. The study reported i n 
t h i s chapter i s based on j o i n t e d h e u r i s t i c maps. 
( i v ) Sub-maps and sub-chains 
Heuristic maps as explained above have a conceptual closure, and the nodes 
so derived cover the whole conceptual area. I f attention i s subsequently 
focussed upon some par t i c u l a r aspect of that conceptual area only certain nodes 
w i l l be of i n t e r e s t . The nodes of interest at any one time (and the r e l a t i o n -
ships between them) constitute a sub-map; and the predetermining relationship 
paths, which may otherwise extend t o beyond the sub-map, constitute sub-chains. 
Thus the difference between maps and sub-maps arises from the conceptual 
area covered: i n sub-maps the conceptual closure relates t o some specific aspect 
of the ' whole' which has been mapped e a r l i e r . 
(v) Static pressure 
The importance an i n d i v i d u a l places on, or attaches t o , a construct i s the 
s t a t i c pressure f o r that i n d i v i d u a l on the event or condition denoted by the 
construct. The concept becomes clearer and i s more useful i n a comparative 
sense, i.e. when the s t a t i c pressure on two or more constructs are simultaneously 
rather than f o r single constructs, available from the same source. An example 
could be formed from the data published by Jurgensen (1978) discussed i n 
Chapter 2. Note that whereas the above stated d e f i n i t i o n uses the word 'import-
ance ', i n the c o l l e c t i o n of data published by Jurgensen the word used was 
'preference'. Hence the use of the phrase forming an example'. The table of 
Figure 10.5 presents data on the preferences attached, by Wowen, over a 3 0 
year period to 10 constructs. 
The author regards that the term 'preference ascribed' and 'importance 
attached' would, i n t h i s instance, lead t o the same i n t e r p r e t a t i o n f o r t h i s data. 
7 8 4 . 
Construct 
Graded 
Degree of importance/ 
Grade of preference 
Own self Ascribed t o others 
Benefits 1 5 
Hours o 
<. 
rt ( 
Working conditions 3 4 
Pay 4 10 
Supervisor ( 5 . 5 3 
Advancement ( 5 . 5 8 
Co-workers ' 7 1 
Security 8 6 
Company 9 2 
Type of work 10 9 
Figure 10.5: Explaining the term s t a t i c pressure with data from 
Jurgensen (1978) 
For the reader who accepts the author's suggestion, t h i s would be a r e a l data 
example. For the reader who regards the concepts importance' and 'preferences' 
as too divergent even f o r the suggested i n t e r p r e t a t i o n , t h i s i s a contrived 
example to show how s t a t i c pressure may be viewed i n a way similar t o that of 
preference. 
Nevertheless, the term s t a t i c pressure as defined above, may appear t o be 
an unnecessary complication - i f i t i s the same as importance, why introduce new 
concepts? The importance of t h i s term, however, l i e s i n that i t serves as a 
building block f o r the concept t o be discussed next - he u r i s t i c pressure, 
( v i ) Heuristic pressure 
Heuristic pressures are calculated, from s t a t i c pressures, f o r constructs 
linked t o each other i n predetermining relationships, and thereby forming 
h e u r i s t i c maps. For example consider the s i t u a t i o n depicted i n Figure 10.6, 
where three constructs, A, B and C are linked i n predetermining relationships 
between C and B, and B and A. I n t h i s diagram the construct labels are given i n 
the upper portion of the nodes representing them. I n the bottom portion of each 
node i s given the importance attached t o t H e c o n s t r U c t r e p r e s e n t e d by the node. 
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C 
B 
Figure 10.6i Di5,Ki~cUu. f u r explaining the concept Heuristic 
pressure 
Thus constructs A, B and G have importances, or s t a t i c pressures, of 2, 1 and 
3 respectively. 
The h e u r i s t i c pressure on a construct i s the sum of the s t a t i c pressure on 
t h a t construct plus the s t a t i c pressures on a l l the constructs on the chain 
predetermining i t . 
Thus the h e u r i s t i c pressure on node B i s 3 and on node C i t i s 6 . 
As a concept h e u r i s t i c pressure, then, stands f o r the importance that 
becomes attached t o constructs as a consequence of taking i n t o consideration the 
at t r i b u t e d predetermining relationships between the constructs and the s t a t i c 
importances attached thereto. 
( v i i ) Static product ( consequential product and related notions 
From the explanation of the concept of he u r i s t i c pressure i t follows that 
nodes positioned higher up i n the h e u r i s t i c map would acquire higher values of 
he u r i s t i c pressure than nodes occurring lower down i n the chain. This happens 
even when the predetermining nodes have the higher s t a t i c pressure. To be able 
t o d i f f e r e n t i a t e between the nodes having high pressure solely on account of 
t h e i r position and those having i n t r i n s i c a l l y ( s t a t i c a l l y ) higher pressure, the 
concepts of s t a t i c product and consequential product were developed. As a 
result of the development of these concepts, certain other concepts useful i n 
discussions on r e l a t i v e h e u r i s t i c pressures' w i l l now be presented and explained. 
The understanding required, and something that was l e f t i m p l i c i t i n the 
discussions so f a r , i s that s t a t i c pressure i s what subjects (individuals) assig: 
or a t t r i b u t e , t o the constructs. And t h i s assignment, i n the context of several 
constructs being assigned at the same time, i s r e l a t i v e l y done. By t h i s i s 
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meant that the person a t t r i b u t i n g importances does so f o r , say, N constructs 
using some r e l a t i v e scoring system, say, a scale 1 to 3» or a scale 1 to 10. 
Whatever the scoring system adopted, f o r assigning importances, the focal thing 
about i t i s that although knowledge of the par t i c u l a r system used i s not neces-
sary f o r computing h e u r i s t i c pressures, t h i s knowledge i s required on occasions 
which c a l l f o r di f f e r e n t i o n s of the type that the concepts of s t a t i c and conse-
quential product were developed t o f a c i l i t a t e . 
Static product. A construct w i l l be referred t o as a s t a t i c product i f i t 
i s a t t r i b u t e d the highest importance on the scoring system used, whichever that 
might be. 
Consequential product. A construct that acquires values of heu r i s t i c 
pressure equal t o or greater than the highest measure on the system employed i n 
assigning s t a t i c pressures w i l l be referred t o as the consequential product. 
Other notions useful i n discussions on the above explained concepts are: 
pre-product and by-product. 
The notion of pre-product i s based exclusively on the relationship of pre-
determination. When a construct pre-determines another construct, the predeter-
mining construct may, i n discussions centred on s t a t i c and consequential products 
be referred t o as the pre-product of the construct i t predetermines. 
When two constructs are involved i n a relationship of direct or i n d i r e c t 
predetermination and the construct denoted by the node positioned lower i n the 
chain has the higher s t a t i c pressure a t t r i b u t e d t o i t ( r e l a t i v e to the node 
higher up the chain) then the construct represented by the upper positioned node 
may be referred to as the by-product of the predetermining construct. 
Whereas the notion of by-product indicates that the predetermining construct 
has a lov;er s t a t i c pressure (compared with the construct that i t predetermines) 
when the pair of constructs being discussed have the same s t a t i c pressure load-
ing, then the predetermined construct, i . e . that represented by the node placed 
higher i n the chain, may be referred t o as the concomitant product. 
The above discussed concepts are graphically depicted i n the 4 diagrams 
of Figure 10.7. These diagrams r'opict 'the predetermining relationship of 
7 8 7 . 
construct A (node A) t o construct B (node B), i . e . A predetermines B. As a 
consequence of t h i s relationship, i n each case construct A would be the.pre-
product. The other concepts are i l l u s t r a t e d by assigning d i f f e r e n t importance 
on a scale 1 t o 3 > t o the two constructs. 
B=l B=3 
Diagram 1 Diagram 4 * Diagram 2: Diagram 3 
A and B both Concomitant B = consequential B = By Product B 
s t a t i c products product Product 
? f 
Figure 10.7; I l l u s t r a t i o n t o explain the product concepts 
Mote: I n diagrams 3 and 4 > B i s also a consequential product. 
The concepts explained under the above seven headings are the basic ones 
developed i n the course of c o l l a t i n g and analysing data collected f o r , and i n , 
the study being reported. The mechanics of data analysis necessitated develop 
ments further and i n addition t o these. These other concepts w i l l now be d i s -
cussed with the help of data collected i n the p i l o t study. The next eleven 
pages, i n f a c t , present the h e u r i s t i c maps from the 21 p i l o t study participant 
The reader i s requested t o browse through these graphs now, although the 
explanations on them w i l l be through references i n the material presented i n 
the following subsection. 
To r e i t e r a t e , the two concepts basic t o the derivation of h e u r i s t i c 
pressures are: 
1. 'The importance placed by the respondents on the constructs. 
2. The connectivity, as defined by the respondents, between the constructs. 
I n the h e u r i s t i c maps on the next eleven pages 
1. The nodes carry the reference number of the construct they represent 
i n the top part. 
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n t m e t 
0 
S t a b l e 
surg. 
20 
2 
3 
3 
3 
1 
1 
1 
2 
2 
2 
T f o n y i --1 
vxyc 
20 
2 
3 
3 
5 
3 
3 
6 
2 
5 
2 
Rink o f 
h<.n:rir.t.i.c3 
8,9,10 
4,5,6,7 
4,5,6,7 
2,3 
4,5,6,7 
4,5,6,7 
1 
8,9,10 
2,3 
8,9,10 
Case 2 
t 1; 
Con-
s t r u c t 
o L J V J.'. H'
1!! t ' i -
- . 1 j , R i n k o f 
h c ' r i G t i c s 
i iK/.'.o-^r 
23 
sura 
"23 
1 3 3 3,4,5,6,7,8 
2 3 ' 4 2 V 3 3 3,4,5,6,7,8 
/ 4 2 3 3,4,5,6,7,8 
5 2 2 9,10 
6 3 3 3,4,5,6,7,8 V 2 5 1 / 8 2 2 9, 10 
9 2 3 3,4,5,6,7,8 
10 1 3 3,4,5,6,7,8 
7 6 9 . 
^ I ^ i i S . ^ n k of 
£ 2 h e u r i s t i c s 
23 92 
33 
6 ,7 12 
16 5 
8 8,9,10 
12 
23 
8 8 8,9,10 
37 
8 8,9,10 10 
! 
s i t e 
.: - - £2. J^SS 
26 312 
36 
54 
103 
112 
12 10 
51 
83 
8 36 
121 
10 7 39 
7 9 0 
Construct S t a t i c H e u r i s t i c Rank of 
nunbor orescure rror.suro h e u r i s t i c s 
» i 40 40 
y 6 9 6 
2 6 15 4 
3 6 6 8 
k 4 7 7 
5 2 10 5 
6 2 17 3 
7 2 40 1 
8 4 5 9 
9 6 21 2 
10 2 2 10 
CM SP P- Of 
h e u r i s t i c s 
1 6 29 1 
2 4 4 3 , 9 
3 6 6 6 , 7 
4 6 9 4 
5 4 7 5 
6 2 2 10 
7 4 17 2 
8 4 4 3 , 9 
Q 
<* 4 13 3 
10 6 6 6 , 7 
Construct S t a t i c 
Heuri-
s t i c Rank of p r e s -Hurler pres- h e u r i s t i c s 
sure sure 
22 26/t 
1 3 131 3 
2 3 102 h 
-3 1 12 10 
k 3 hQ 7 
5 1 95 5 
6 2 75 6 
7 3 26/* 1 
8 2 24 
. 9 3 2 2 « 2 
10 1 20 9 
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Construct Sta t i c Heur i s t i c Rank of 
number proscure 73re?3ure h e u r i s t i c s 
22 22 
1 3 12 1 
2 2 2 6,7,8,9 
3 3 3 4,5 
U 3 9 3 
5 2 2 6,7,8,9 
6 2 10 2 
7 1 1 10 
8 2 2 6,7,8,9 
9 1 2 6,7,8,9 
10 3 3 h,5 
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a 
S t a t i c He u r i - Rank of Construct s t i c h e u r i -pres-
sure 
23 
\ 
number rv as-
sure 
46 
s t i c s 
1 3 26 1 
2 2 17 2,3 
3 3 6 4,5,6 
4 3 6 4,5,6 
5 2 7,8,9 
6 2 4 7,8,9 
7 1 2 10 
8 2 4 7,8,9 
9 3 6 4,5,6 
10 2 17 2,3 
i 
Construct S t a t i c 
H e u r i -
s t i c Rank of pres- h e u r i s t i c s number pres-sure 
\ sure 
21 21 
1 3 10 1 
2 2 2 6,7,8,9 
3 3 3 3,4,5 
4 3 3 3,4,5 
5 -1 1 10 
6 2 2 6,7,8,9 
7 2 3 3,4,5 
8 2 ' 2 6,7,8,9 
9 1 4 2 
10 2 2 6,7,8,9 
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Hoursstxc Rank of 
h r j u r i a t i c a pressure 
Construct S t a t i c H e u r i s t i c Rank o f 
nun-Joe r oressure pressure h e u r i -
21 21 / 
s t i c s 
1 3 10 2 
2 3 4 4 
3 2 2 5,6,7,8,9 
4 2 7 3 
5 1 2 5,6,7,8,9 
6 2 2 5,6,7,8,9 
7 3 19 1 
8 2 2 5,6,7,8,9 
5,6,7,8,9 9 2 2 
10 . 1 1 10 
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Sa2s-12 
Construct Sb-itic Hoiu-istic Panic o f 
essure pressure hcurishxca nunc 5 r p1^ 
18 1a 
9,10 
7,3 10 
10 
7,3 5 
.11 
9,10 
10 
Case l i 
[onstruct Sh?.tic Heur i s t i c Rank o f 
nurcher r rcssure pressure h e u r i s t i c s 
17 17 
10 
9,10 
5 
8 
12 
9,10 10 
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Oonstrucil •S ta t ic Heur i s t i c .Rank o f 
nur.bor pressure pro3sure h e u r i s t i c s 
21 42 
1 2 10 4 
2 2 17 3 
3 3 6 5, 6 
4 3 6 5, 6 
5 1 2 9, 10 
6 2 A 7, 8 
7 3 32 1 
3 2 4 7, 8 
9 2 26 2 
10 1 2 9, 10 
Construct S t a t i c Henri s t i c ' Rank o f 
number pressure pressure h e u r i s t i c s 
21 21 
1 3 6 3 
2 2 9 1,2 
3 3 3 5,6 
4 3 9 1,2 
5 1 1 7,8,9,10 
6 1 1 7,8,9,10 
7 1 1 7,8,9,10 
8 1 1 7,8,9,10 
9 2 " 5 
10 3 3 5,6 
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Case 1?, Const rv.ct S t a t i c Heur is t ic Rank o f 
nujnbei Pi'essure pressure h e u r i s t i c s 
19 
7,a 
10 
a 
7,8 
10 / 
Case 18 Construct S t a t i c Heur i s t i c Rank of 
nun-ber pressure pressure neuris t i .03 
\ U6 23 
19 
10 
L0 
7,8 
©©© 9,10 7,8 
9,10 
10 10 
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" Con- S t a t i c Houri-j R*rik o f 
s t r u c t r rer ; - S t i c 
pres-
h e u r i -
nur.ber sur? s t i c 
sure 
23 230 
1 3 36 5,6,7,8,9 
2 2 36 5,6,7,8,9 
3 3 36 5,6,7,8,9 
3 36 5,6,7,8,9 
5 1 65 3 
6 3 50 
7 2 165 1 
8 2 20 5,6,7,8,9 
9 2 36 10 
10 2 110 2 
Construct S t a t i c Heur i s t i c Rank of 
nur.be r Pressure oressure h e u r i s t i c s 
24 43 
1 1 16 2 
2 - 3 25 1 
3 2 8 5 
3 9 4 
5 2 4 3,9,10 
6 3 6 6,7 
7 3" 10 3 
8 2 4 3,9,10 
9 2 4 2,9,10 
10 3 6 6,7 
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Construct •Statin . 
Pressure 
Heur i s t i c Rank o f 
number pressure heuristic 
21 252 
1 3 47 2 
2 2 44 3 
3 2 35 5 
4 3 171 1 
5 2 24 8,9,10 
6 2 36 4 
7 2 33 6,7 
8 2 24 8,9,10 
9 2 33 6,7 
10 1 24 3,9,10 
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The standardised s t a t i c pressure i s thus d i s t r i b u t e d as: 
On constructs 1, 2, 3, k, 6, 8 and 9> 3/26 
On constructs 7 and 10, 2/26 
On construct 5> l / 26 
Step 2: Computation of heur i s t i c pressure 
The heur i s t i c pressures are computed i n the fo l l owing k stages as shown 
i n the diagram of Figure 10.8. 
Stage 1 Stage 4 Stage. 2 Stage 3 
Figure 10.8: Computation of heu r i s t i c pressures. An example 
I n stage 1 are dealt those constructs tha t have no other constructs 
predetermining them. The heur i s t i c pressures are, thus, the same as the 
standardised s t a t i c pressures. Thus the heur i s t i c pressures on construct 
5 i s l / 26 and on construct 1 and 8 i t i s 3/26. 
I n stage. 2 the heu r i s t i c pressure on constructs 2, 6 and 10 i s computed 
- On construct 2, the heu r i s t i c pressure i s : the SSP on construct 2 + the 
heur i s t i c pressure due t o i t being predetermined by construct 1, which I s : 
3/26 + 3/26 = 6/26 
- On construct 6, the heur i s t i c pressure has the fo l l owing three components 
(wi th the values shown): 
(a) the SSP cn construct 6 - 3/26 
(b) the pressure component from construct 5> due to construct 6 being 
predetermined by the former. This component i s £ of the heur i s t i c 
pressure on construct 5, which i s h x l /26 -  I / I O 4 . 
18 47 
a 77 
/ 
32% 5% 21% 
IS IE 
1 l \ v / 
^ 5 2 
8 
51 27 
s 
28 19 
10 
arm; 
Figure 10.37: Common h e u r i s t i c vri.th data on lovr and h i p 
experiences superimposed. 
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On the accompanying clock-face diagram are ten c i r c l e s , , Each c i r c l e contains a statement 
r e f l e c t i n g some conditions associated with, and r e l a t e d to, the work environment. Please 
draw arrows between the c i r c l e s to indicate which condition pre-determines which other. 
Example; On a f i v e c i r c l e diagram the arrows could be drawn as shown below: 
NotesIf an arrow i s drawn from A to C, do not draw one from C to A„ Please f e e l f r e e 
to draw as many arrows as you think appropriate. 
The The 
success I recognition 
I receive for have i n doing 
my job the work I do 
The The 
nature of the 
i t i o n s preval work I carry 
ent a t work. out 
physical conds 
& f a c i l i t i e s 
Dhe 
rrelationshipN 
I have with the" 
boss 
The 
'control I 
have over my 
own and other's| 
work 
Con-
s t ruc t S t a t i c 
Heuri-
s t ic , 
: J Rank of 
pres- / h e u r i s t i c s number pres-
i sure sure 
20 ?0 
i 2 2 8,9,10 
K 2 3 3 4,5,6,7 
) 3 3 3 4,5,6,7 
4 3 5 2,3 
5 1 3 4,5,6,7 
, 6 1 3 4,5,6,7 
; 7 1 6 1 
8 2 2 8,9,10 
9 2 5 2,3 
10 2 2 8,9,10 
Con- S ta t i c Heuri-s t i c Hank o f 
h e u r i s t i c s st ruc t pres-number sure pres-sure 
23 23 
1 3 3 3,4,5,6,7,8 
2 3" 4 2 
V 3 3 3,4,5,6,7,8 
J h 2 3 3,4,5,6,7,8 
5 2 2 9,10 
6 3 3 3,4,5,6,7,8 
V 2 5 1 
/ 8 2 2 9, 10 
9 2 3 3,4,5,6,7,8 
10 1 3 3,4,5,6,7,8 
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Construct S t a t i c Heur i s t i c Rink o f 
nuir.be rl".-' oressure irressuro h e u r i s t i c s 
23 92 
1 3 33 2 
2 3 12 6,7 
3 3 16 5 -
4 2 45 1 
5 1 8 8,9,10 
6 3 12 6,7 
7 1 23 . 4 
8 2 8. 8,9,10 
9 3 37 3 
10 2 8 8,9,10 
, 1 
Con-
t r u c t 
H e u r i -
S t a t i c 
Pressure 
s t i c Rank o f 
Heur i s t i c s No. pres." 
26 
sure 
312 
1 • 3 36 3,9 
2 3 54 5 
3 3 108 3 
4 3 112 2 
5 1 12 10 
6 3 51 6 
7 2 83 4 
8 3 36 3,9 
9 3 121 1 
10 2 39 7 
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Construct S t a t i c Heur is t ic Rank of 
rurr.be r nrossuro pressure h e u r i s t i c s 
40 40 
V 6 9 6 
2 6 15 4 
3 6 6 8 
4 4 7 7 
5 2 10 5 
6 2 • 17 3 
7 2 40 1 
8 4 5 9 
9 6 21 2 
10 2 2 10 
SP HP Pank o f 
h e u r i s t i c s 
1 6 29 1 
2 4 4 8,9 - ' 
3 6 6 6,7 
4 6 9 4 
5 4 7 5 
6 2 2 10 
7 4 17 2 
8 4 4 B, 9 
9 4 13 3 
10 6 6 6,7 
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Construct S t a t i c 
Heuri-
Rank of pres- s t i c nurrher pres- h e u r i s t i c s 
sure sure 
22 264 
1 3 131 3 
2 3 102 k 
-3 1 12 10 
4 3 hS 7 
5 1 95 5 
6 2 75 6 
7 3 264 1 
8 2 24 8 
. 9 3 228' 2 
10 1 20 9 
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ConstrWh S t a t i c H e u r i s t i c Rank of 
number pressure jsressurt- h e u r i s t i c s 
22 22 
1 3 12 1 
2 2 2 6,7 ,3 ,9 
3 3 3 4,5 
4 3 9 3 
5 2 2 6,7,8,9 
6 2 10 2 
7 1 1 10 
8 2 2 6,7,8,9 
9 1 2 6,7,8,9 
1 0 3 3 h,5 
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S t a t i c Heuri- Rank of Const met st 1c h e u r i -
\ 
number pr e s -
sure 
23 
r r e s -
sure 
46 
s t i c s 
1 3 26 1 
2 2 17 2,3 
3 3 6 4,5,6 
4 3 6 4,5,6 
5 2 4 7,8,9 
6 2 4 7,8,9 
7 1 2 10 • 
8 2 4 7,8,9 
9 3 6 4,5,6 
10 2 17 2,3 
i 
S t a t i c H euri- Rank of Construct s t i c p r e s - h e u r i s t i c s number 
1 
sure 
21 
10 
\ sure 
21 
3 1 
2 2 2 6,7,8,9 
3 3 3 3,4,5 
4 3 3 3,4,5 
5 - I 1 10 
6 2 2 6,7,8,9 
7 2 3 3,4,5 
8 2 2 6,7,8,9 
9 1 4 2 
10 2 2 6,7,8,9 
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H e u r i s t i c Pank of 
h e u r i s t i c s pressuro 
Construct S t a t i c Henrist i c Rink of 
number Dressure h e u r i -
21 21 / s t i c s 
1 3 10 2 
2 3 4 4 
3 2 2 5,6,7,8,9 
4 2. 7 3 
5 1 2 5, 6,7,8,9 
6 2 2 5,6,7,8,9 
7 3 19 1 
8 2 2 5,6,7,8,9 
9 2 2 5,6,7,8,9 
10 1 1 10 
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Car, <3 13 
Hnurintic P/\nk of Construct S t a t i c : oressure rrossuro hom'.isr.ica nunbei 
18 18 
9 ,10 
10 7,8 
10 
1 7,8 5 
11 
9 ,10 
10 
Case Jl 
nk of Construct S t a t i c H e u r i s t i c 
r e s s u r e nres:r..:rr: h e u r i s t i c s mimaer 
17 17 
10 
9 ,10 
8 • 5 
12 
9,10 10 
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Case 15 
©©© 
Constructs . ' S t a t i c H e u r i s t i c Rank of 
nur.-.ber pressure pressure h e u r i s t i c s 
21 42 
1 2 10 4 
2 2 17 3 
3 3 6 5, 6 ' 
4 3 6 5, 6 
5 1 2 9, 10 
6 2 .4 7, 8 
7 3 32 1 
8 2 4 7, 8 
9 2 26 2 
10 1 2 9, 10 
Case 16 Construct S t a t i c H e u r i s t i c ' Rank of 
number oressure pressure h e u r i s t i c s 
21 21 
1 3 6 3 
2 2 9 1,2 
3 3 3 5,6 
4 3 9 1,2 
5 1 1 7,8,9,10 
6 1 1 7,8,9,10 
7 1 1 7,8,9,10 
8 1 1 7,8,9,10 
9 2 " 5 4 
10 3 3 5,6 
I 
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Const ruot S t a t i c ! k ; u r i s t i c P/-.nk of 
number Pressure orossure hour i :3ti.cs 
19 
1 3 5,6 
2 2 6 1,2 
3 3 3 7,8 
4 3 6 1,2 
5 2 2 9 
6 1 1 10 
7 1 5 3,4 
8 2 5 3,4 
9 1 3 7,8 
10 1 4 5,6 
Case 18 Construct S t a t i c Hourishic IUnk of 
\ 
number pressure or ' s ~u re h e u r i s t i c 3 
23 46 
1 3 19 1 
2 3 9 4 
3 3 10 2,3 
4 3 6 5,6 
5 2 4 7,8 
6 3 6 5,6 
) 7 1 2 9,10 
8 2 4 7,8 
9 1 2 9,10 
10 2 10 2,3 
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^ 9 
" Cc-.- J u r i - !v-.nk of 
r : L >.-.^4- s t v: hov.ri-
p r e s -
sure 
23 230 
1 3 36 5,6,7,8,9 
2 2 36 5,6,7,8,9 
3 3 36 5,6,7,8,9 
4 3 36 5,6,7,8,9 
5 1 65 3 
6 3 50 4 
7 2 165 1 
8 2 20 5,6,7,8,9 
9 2 36 10 
10 2 110 2 
Construct S t a t i c P,?.nk of 
nur.be r Pressure nresGuro i'.o-.ristics 
24 48 
1 1 16 2 
2 . 3 25 1 
3 2 8 5 
3 9 4 
5 2 4 8,9,10 
6 3 6 6,7. 
7 3 ' 10 3 
8 2 4 8,9,10 
9 2 4 8,9,10 
10 3 6 6,7 
799 
1 
i.'1 I C o n U r u c t I S t a t i c I H e u r i s t i c I Rank of 
number 
21 252 
33 
171 
8,9,10 2L 
36 
33 
8,9,10 24 
33 
10 8,9,10 24 
10 
Q >5 
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2. A colour code s i g n i f i e s the importance attributed to the constructs. 
The colour notation used i s as follows: 
( i ) The highest importance i s shown i n blue 
( i i ) Intermediate importance i s shovm i n orange-
( i i i ) The l e a s t importance i s shown i n green 
3. The predetermining connectivity i s shown by directed arrows. 
By the side of each h e u r i s t i c map and supplementary to each i s a k column table 
which w i l l be explained i n the course of descriptions i n the next subsection. 
10 .3«2 . Further concepts for evaluating h e u r i s t i c s 
I n t h i s section are presented some procedural and notational concepts that 
were developed for the purpose of mathematical evaluation of h e u r i s t i c maps and 
comparison of h e u r i s t i c maps of different persons. The introduction of these 
concepts i s followed by a b r i e f discussion on the shapes of h e u r i s t i c maps, 
( i ) Standardisation. The study participants were asked to s i g n i f y the import an 
they attached to the 10 constructs on a scale of 1 to 3 for each construct. On 
designated the highest importance and 3 the l e a s t . Following t h i s procedure i t 
would be possible for one person, say X to score a l l the constructs at l e v e l 3, 
while another person, say Y, scored a l l of them at l e v e l 1. Given that 10 
constructs were used i n the study, for person X the weighted t o t a l for the 
importances attached would then be 30, while for person Y the corresponding 
figure would be 10. The decision was therefore made to standardise the import 
ance attached to constructs through d i v i s i o n of each grade by the weighted tot 
This mathematical manipulation i s a form of normalisation, based on the i n d i v i -
dual. By t h i s method, while for person X, the importance attached to each 
construct would be 3/30, for person Y i t would, s i m i l a r l y , be l / l O . 
At the same time, while the respondents were asked to designate t h e i r 
highest importance by coding i t 1 and to show t h e i r l e a s t importance by coding 
i t 3, to permit mathematical manipulation the coding system, i n evaluation, was 
reversed. Reversing implied that the highest importance would be designated by 
a score of 3 and the le a s t importance by a score of 1. 
To c l a r i f y the above concepts on standardisation consider the h e u r i s t i c 
maps of case 1 and case 2 from the p i l o t study data. 
801 * 
Case 1 
(a) attached the highest importance to constructs 2, 3 and 4 
(b) attached intermediate importance to constructs 1, 8, 9 and 10 
(c) attached the lowest importance to constructs 5, 6 and 7 
The weighted t o t a l , from the above, i s ; 
(3 x 3_) + (k x 2) + (3 x 1) = 20 
so, the standardised s t a t i c pressures, from the above, are: 
(a) for constructs 2, 3 and 4 3/20 each 
(b) for constructs 1 , 8, 9 and 10 2/20 each 
(c) for constructs 5, 6 and 7 l / 2 0 each 
Case 2 
(a) attached the highest importance to constructs 1, 2, 3 and 6 
(b) attached intermediate importance to constructs 4> 5, 7, 8 and 9 
( c ) attached the lowest importance to constructs 10 
The weighted t o t a l , from the above, i s : 
(4 x 1) + (5 x 2) + (1 x 1) = 23 
so, the standardised s t a t i c pressures, from the above, are: 
(a) for constructs 1, 2, 3 and 6 3/23 
(b) for constructs 4, 5, 7, 8 and 9 2/23 
( c ) for construct 10 l / 2 3 
( i i ) Pressure transmission-assumption 
Consider case 1 from the p i l o t study data. Here construct 2 predetermines 
construct 9 which i n turn predetermines construct 7» Taking the standardised 
s t a t i c pressures, the h e u r i s t i c pressures on construct 9 would be 5/20 and on 
construct 7> 6/20. 
Now consider case 2. Here construct 1 predetermines three other constructs, 
namely 2, 4 and 9« I n cases where there i s a one-to-many predetermining r e l a t i o n 
ship, i t i s necessary to decide how to proportion the pressure which i s t r a n s -
mitted to the receiving nodes. The author decided that the pressure should be 
equally transmitted along a l l the connections. The standardisation introduced 
i n ( i ) above had ensured that the sum of the standardised s t a t i c pressures was 1. 
In order to maintain the h e u r i s t i c pressures i n standardised form the author 
found i t necessary to follow the equal-transmission procedure i n such a way that 
the number of outgoing connections determined the proportion of pressure t r a n s -
mitted along each connection. By way of' explanation through example consider 
cases 2 and 3» 
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In case 2, the one-to-many re l a t i o n s h i p from construct 1 (to constructs 2, l 
4 and 9, i . e . three outgoing connections) with a standardised s t a t i c pressure 
of 3/23> would e n t a i l the transmission of a t h i r d of i t s pressure ( i . e . l / 3 of 
3/23) along each of the outgoing connections. Thus, the h e u r i s t i c pressure on 
construct 4 would be 4/23 + ( l / 3 of 3/23), on construct 2 the h e u r i s t i c pressure 
would be 3/23 + (1/3 of 3 /23) and on construct 9 i t would be 2/23 + ( l / 3 of 3/23) 
I n case 3 , the one-to-many relationships of constructs 1, 6 and 10 predeter-
mining other constructs would thu,s lead to: 
(a) The h e u r i s t i c pressure on construct 1 being, 
standardised s t a t i c pressure (SSP) on construct 1 + the SSP on 
constructs 2 and 8 + | of the SSP on construct 6. And t h i s i s 
3/23 + (2/23 + 3/23) + (5 x 3/23) = 19/46 
(b) The h e u r i s t i c pressures on constructs 3 and 5 being, 
the SSP on construct 3 + h o£ SSP on construct 10 (= 3/23 + h x 2 / 2 3 = 
4/23) and 
the SSP on construct 5 + 5 of SSP on construct 10 (= l / 2 3 + J x 2/23 = 
2/23) respectively 
( c ) The h e u r i s t i c pressure on construct 7 being, 
the SSP on construct 7 + 5 of the heurstic pressure on construct 1, 
which i s 1/23 + (h x 19/46) = 23/92 
(d) The h e u r i s t i c pressure on construct 9 being, 
the SSP on construct 9 + 5 of SSP on construct 6 + g of h e u r i s t i c 
pressure on construct 1, which altogether i s : 
3/23 + (J.3/23) + (5 of 19/46) = 37/92 
( i i i ) The method of computing h e u r i s t i c pressures for the complete h e u r i s t i c 
map - an example 
Consider case 4 from the p i l o t study data. The heuristic pressure on a l l 
the constructs w i l l be computed to f a m i l i a r i s e the reader with how t h i s was 
done not only for each p i l o t study case but also for the main study. 
Step 1: Computation of the weighted importances. 
- Highest importance on constructs 1, 2, 3> hi 6, 8 and 9, giving 
a weighted contribution of 7 x 3 - 21 
- Intermediate importance on constructs 7 and 10, giving a weighted 
contribution of 2 x 2 = 4 
- Lowest importance on construct 5* giving a weighted contribution 
of 1 x 1 = 1 
Thus the weighted t o t a l of a l l the importances i s 21 + 4 + 1 = 26. 
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The standardised s t a t i c pressure i s thus distributed as: 
On constructs 1, 2 , 3, k, 6, 8 and 9, 3/26 
On constructs 7 and 10, 2/26 
On construct 5> l / 2 6 
Step 2 : Computation of h e u r i s t i c pressure 
The h e u r i s t i c pressures are computed i n the following 4 stages as shown 
i n the diagram of Figure 10.8. 
Stage 1 i Stage 2 Stage 3 1 Stage 4 
Figure 10.8: Computation of h e u r i s t i c pressures. An example 
In stage 1 are dealt those constructs that have no other constructs 
predetermining them. The h e u r i s t i c pressures are, thus, the same as the 
standardised s t a t i c pressures. Thus the h e u r i s t i c pressures on construct 
5 i s l / 2 6 and on construct 1 and 8 i t i s 3 /26 . 
In stage 2 the h e u r i s t i c pressure on constructs 2 , 6 and 10 i s computed 
- On construct 2 , the h e u r i s t i c pressure i s : the SSP on construct 2 + the 
h e u r i s t i c pressure due to i t being predetermined by construct 1, which i s : 
3/26 + 3/26 = 6/26 
- On construct 6, the h e u r i s t i c pressure has the following three components 
(with the values shown); 
(a) the SSP on construct 6 - 3/26 
(b) the pressure component from construct 5> due to construct 6 being 
predetermined by the former. This component i s 5 of the h e u r i s t i c 
pressure on construct 5, which i s £ x l / 2 6 •-= 1/104. 
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( c ) The pressure component from construct 8, due to t h i s node 
predetermining construct 6. The value of t h i s component i s l / 3 
of the h e u r i s t i c pressure on construct 8, -which evaluates to 
1/3 x 3/26 1/26, 
The t o t a l h e u r i s t i c pressure on construct 6, thus, i s 
3/26 + 1/104 + 1/26 = 17/lOZi 
- On construct 10, the h e u r i s t i c pressure also has 3 components, as shown below. 
(a) The SSP on construct 10 
(b) The component of the h e u r i s t i c pressure from construct 5 due to t h i s 
node predetermining node 10. 
(c) The component of the h e u r i s t i c pressure from construct 8, due to t h i s 
node predetermining node 10. 
The sum of these components, i n the above given order, i s : 
2/26 + (k of 1/26) + (1/3 of 3/26) = 13/104 
In stage 3 the h e u r i s t i c pressure on constructs 4 and 9 i s computed. 
- On construct 4> the four components of the h e u r i s t i c pressure and t h e i r values 
. are: 
(a) The SSP on construct 4, i . e . 3/26 
(b) The component of h e u r i s t i c pressure from node 10, i . e . l / 3 of 13/104 = 
13/312. 
(c) The component of h e u r i s t i c pressure from node 8, i . e . 1/3 of 3/26 = l / 2 6 
(d) The component of h e u r i s t i c pressure from node 6, i . e . 17/104. 
The sum of these components i s 112/312. 
- On construct 9 the t o t a l h e u r i s t i c pressure has, again. 4 components: the 
standardised s t a t i c component on construct 9 i t s e l f and the three components 
of the h e u r i s t i c pressure from construct 1, 2 and 10. The t o t a l sum of these 
components i s 121/312 and i s made up 3/26 (SSP on construct 9) + 1/3 of 13/104 
(from construct 10) + 1/3 of 3/26 (from construct 8) + 17/104 (from construct 
In stage 4 i s computed the h e u r i s t i c pressure on constructs 7 and 3« 
- On construct 7, the h e u r i s t i c pressure has the following 3 components: 
(a) The SSP on the construct i t s e l f , i . e . 2/26. 
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(b) The component of h e u r i s t i c pressure from node 4> i . e . ^  of 112/312 
( c ) The component of h e u r i s t i c pressure from node 5> i . e . £ of l/26. 
, The three components together produce a h e u r i s t i c pressure of 83/312 on 
construct 7» 
- On construct 3> the h e u r i s t i c pressure has the following 4 components: 
(a) The SSP on the construct 3 i t s e l f . 
(b) The components of h e u r i s t i c pressure from nodes 10, 4 and 5 which are 
1/3 of 13/104, 5 of 112/312 and £ of l/26, respectively. 
These four components, together produce a h e u r i s t i c pressure of 108/312 on 
construct 3» . 
At the end of stage 4> the h e u r i s t i c pressure on a l l the ten constructs form-
ing the h e u r i s t i c map i s available. 
Note that: 
1. There are three s t a r t i n g nodes i n t h i s h e u r i s t i c map - constructs 1, 5 and 8< 
2. There are three terminal nodes i n t h i s h e u r i s t i c map - constructs 3s 7 and 9« 
3. The sum of the h e u r i s t i c pressures on the terminal nodes (108/312, 83/312 
and 121/312 on constructs 3> 7 and 9) adds up to 1, which i s the same as 
the sum of the standardised s t a t i c pressures on a l l the nodes. 
Having described how the h e u r i s t i c pressure on each construct was computed for 
each participant to the p i l o t , and to the main, study i t would be appropriate 
to comment on the 4 column table to the side of each h e u r i s t i c map. Note, 
however, that a s p e c i a l type of h e u r i s t i c map necessitated the computation 
of h e u r i s t i c pressure i n an exceptional way. The exceptional case w i l l be 
discussed under item (iv)'of t h i s section. 
The 4-column table 
The f i r s t column of t h i s table consists simply of the reference numbers of 
the constructs. I n column 2, the number at the top, enclosed within a c i r c l e i s 
the weighting factor derived from the importance attached to the constructs by 
the respondent. For example, for case 21 the weighting factor i s 21. The other 
numbers i n t h i s column indicate the s t a t i c pressures for each of the constructs. 
The standardised s t a t i c pressures are derivable from the numbers of the second 
column by simply dividing each value by the weighting factor. 
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Column 3 i s s i m i l a r to column 2, i n that the top of the column contains the 
d i v i s o r by which a l l the other values of t h i s column should be divided. The 
column contains the h e u r i s t i c pressures on the constructs, as derived from the 
corresponding h e u r i s t i c map. 
Column 4 simply contains the ranks assigned on the basis of the value of 
the h e u r i s t i c pressures given i n column 3« The highest h e u r i s t i c pressure i s 
given rank 1, the second highest rank 2, e t c . t i l l rank 10 i s assigned to the 
construct with the l e a s t h e u r i s t i c pressure. Note that where the values of the 
h e u r i s t i c pressures on different constructs i s the same, t i e d ranks are possible. 
In case 21, there are two sets of t i e s : constructs 7 and 9 show the 6th and 7th 
rank, constructs 5> 8 and 10 show the 8, 9 and 10th ranks, 
( i v ) Shapes of h e u r i s t i c s 
Here w i l l be discussed some of the shapes of the h e u r i s t i c maps which 
emerged from the data collected i n the studies. Examples w i l l be given from the 
pilo t study data and, where necessary, comments made with reference to the main 
study data. 
The subject of the discussion being the connectivity of the constructs, the 
foremost type of c l a s s i f i c a t i o n of shapes i s derived from whether or not a l l the 
10 constructs are linked i n one or more c l u s t e r s . 
Complete linkage i s said to obtain when a l l the nodes i n the h e u r i s t i c map 
are linked into a single c l u s t e r . With reference to the p i l o t study data t h i s 
s i t u a t i o n obtained with respect to cases 4, 5, 6, ?, 11, 13 and 19 ( i . e . 7 out 
of 21 c a s e s ) . 
When complete linkage does not obtain, the connectivity takes the form of 
either 'clusters' or 'clusters and isolates'. 'Cluster' implies two or more (but 
l e s s than 10, for otherwise i t would be a case of complete linkage) nodes linked 
together. I s o l a t e ' implies some (but not a l l , for otherwise there would be no 
h e u r i s t i c map) nodes being unconnected to any other node. Often, the study 
participants connected the constructs such that i n the h e u r i s t i c map, clu s t e r s 
and i s o l a t e s occurred simultaneously, i . e . nodes in i s o l a t i o n and clustering of 
nodes occurred at the same time i n the h e u r i s t i c maps. For example, i n the pilot 
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study data while clustering only ( i . e . without i s o l a t e s ) occurred i n cases 3> 
12 and 17 ( i . e . 3 out of 21 cases), clustering and i s o l a t e s happened i n cases 
1, 2, 8, 9, 10, 14, 15, 16 18, 20 and 21 ( i . e . 11 out of 21 cases). 
The f i r s t type of c l a s s i f i c a t i o n , on the basis of connectivity, i s : 
The nexl type of c l a s s i f i c a t i o n i s based upon the shape of the path between 
connected nodes. Note that the second type of c l a s s i f i c a t i o n i s independent of 
the f i r s t type and thus both could be attempted with the same set of data, as 
w i l l be done l a t e r on with the main study data. Further, note that where c l u s t e r s 
occur, each clu s t e r would be c l a s s i f i e d independently by t h i s second schema. 
The path between connected nodes, which euerged from the data collected i n 
the studies could be c l a s s i f i e d as: 
1. Linear 
2. Flower 
3. Net 
4. Ci r c u l a r 
The four types of paths l i s t e d above w i l l now be b r i e f l y discussed. 
Linear connectivity occurs where the nodes are linked one to another such 
that, with the exception of the terminal nodes, each node has only one f t o -
connection' and only one 1from-connection' . With respect to the terminal nodes, 
the s t a r t i n g node has only the Tto-connection' and the end node has only the 
'from-connection'. Linear connectivity i s diagrammatically depicted i n Figure 
10.9. 
Figure 10.9: Linear connectivity with 5 nodes 
Linear connectivity with complete linkage, i . e . a l l the 10 nodes l i n e a r l y connec-
ted, did not occur i n the p i l o t study data but did i n the main study data. In 
c l u s t e r form, l i n e a r connectivity occurred i n p i l o t study data as follows: 
(a) Case 1 - 4 l i n e a r connectivities (3 with 2 nodes and 1 with 3) 
(b) Case 2 - 1 l i n e a r connectivity (with 2 nodes) 
(c) Case 1 2 - 1 l i n e a r connectivity (with 2 nodes) 
1. Complete linkage 
2. Clusters 
3. Clusters with i s o l a t e s 
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(d) Case 1 7 - 2 l i n e a r connectivities ( l with 3 nodes and the other with 2) 
(e) Case 1 8 - 1 l i n e a r connectivity (with 2 nodes) 
Note that the occurrence of l i n e a r connectivity implies the a,bsence of both the 
one-to-many and many-to-one types of connectivities. 
Flower connectivity occurs when, for a given set of connected nodes, any 
pair i s uniquely connected. The implication here i s that while both the one-to-
many and many-to-one types of connections may occur, there should be no alterna-
t i v e paths between a given pair of nodes. Figure 10.10 depicts flower connecti-
v i t y . 
G 
H E 
B 
D 
Figure lOelO; Flower connectivity with 10 nodes 
I n the p i l o t study data, flower connectivity occurred i n the h e u r i s t i c maps of 9 
cases. The cases numbers and the number of nodes involved i n each occurrence 
are l i s t e d below: 
Case 2 - 5 nodes (constructs 1, 2, 4> 7 and 9) 
Case 3 - 3 nodes (constructs 3> 5 and 10) 
Case 9 = 7 nodes (constructs 1, 2, 3> k> 5> 8 and 10) 
Case 1 0 - 2 flower clusters with 4 nodes each (constructs 1, 3> 4 and 5) 
and (constructs 6, 7> 9 and 10) 
• Case 1 4 - 9 nodes (constructs 1, 2, 3, 4* 5> 1> &> 9 and 10) 
Case 1 6 - 2 flower clusters with 4 nodes each (constructs 1, 2, 3 and 8) 
and (constructs 4, 6, 9 and 10) 
Case 1 7 - 5 nodes (constructs 1, 2, 4» 6 and 8) 
Case I 8 - 5 nodes (constructs 1, 2, 3> 6 and 8) 
Case 2 0 - 9 nodes (constructs 1, 2, 3> h> 5, 6, 7, 8 and 10) 
Net connectivity. Modification t o flower connectivity so that the heuris t i c 
map contains a l t e r n a t i v e paths between one, or more, pairs of nodes leads to the 
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Figure 10.11: Net connectivity with 10 nodes 
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c l a s s i f i c a t i o n of the heu r i s t i c map as one of net connectivityo Figure 1 0 o l i 
takes the basic connectivity pattern of the f i g u r e discussed i n the foregoing 
and superimposes on i t further connections, which are shown by broken arrows« 
The presence of one, or more, of these additional connectivities leads t o the 
existence of alternative paths between some pairs of nodes0 For example, the 
additional connection between nodes D and J, gives r i s e t o the following two 
paths; 
(a) A t o B, B to E, E to H 
(b) A t o B, B t o D, D t o J, and J to H 
between nodes A and Ho The presence of the connection between D and J, through 
the creation of alternative paths' thus creates net connectivityo 
I n the p i l o t study data, net connectivity was found i n 10 cases, which 
together with the nodes involved are l i s t e d below. 
Case 3 - alternative paths between constructs 6 and 9 
(a) 6 t o 9 
(b) 6 t o 1, 1 t o 9 
Case 4 ** alternative paths between a number of construct pairs, e.g. 
(a) 8 t o 10, 10 to 3 
(b) 8 t o 6, 6 t o 4, and 4 t o 3 
Case 5 - alternative paths between 3 and 7» and between 10 and 6 
Case 6 - alternative paths between 3 and 1 
Case 7 ~ alternative paths between 8 and 9 (and many other pairs of nodes) 
Case 8 - alternative paths between 5 and 6 
Case 11 - alternative paths between 3 and 6 (and many other pairs of nodes) 
Case 12 - alternative paths between 3 and 7 
Case 15 - alternative paths between 3 and 9 
Case 21 - alternative paths between 6 and 4 (and many other pairs of nodes) 
Circular connectivity. I n some heuris t i c maps, e.g. cases 13 and 19 i n the p i l o t 
study data, connectivity between constructs takes the c i r c u l a r form 0 This form 
w i l l now be discussed. The instructions given to the study participants pre-
cluded d i r e c t i o n a l i t y being shown, say, from construct A t o B as w e l l as from 
B t o Ao The data collected, however, showed that c i r c u l a r i t y could be b u i l t 
through the linkages between three or more constructs - a minimum of three being 
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necessary f o r c i r c u l a r i t y . The diagram of Figure 10.12 attempts t o depict 
the notion of c i r c u l a r i t y . Essentially, then, the notion depicts three or more 
nodes joined i n an endless loop. One possible way of looking at c i r c u l a r i t y woul 
beto consider the subjects, -whose heu r i s t i c maps contain c i r c u l a r i t y , as being 
unable t o discriminate between the constructs. This argument would f i n d support 
B 
Figure 10.12; Circular connectivity between 3 nodes 
from "Walker and Marriott (1951) who found some individuals i n t h e i r sample 
s i m i l a r l y unable to segregate certain aspects of work. However, i n the context 
of the data being discussed here, as t o what type of i n d i v i d u a l , what type of 
construct and under what circumstances c i r c u l a r i t y emerges would have t o be 
separately and furt h e r researched. I n the p i l o t study c i r c u l a r i t y was found 
t o occur i n only two cases (of the 2 l ) 0 The case numbers with c i r c u l a r i t y and 
the constructs involved i n each case are l i s t e d below. 
Case 13 - C i r c u l a r i t y of 5 nodes (constructs 1, 2, 5> 9 and 10) 
Case 19 - C i r c u l a r i t y of 5 nodes (constructs 1, 2, 3, 4 and 9) 
Although both the cases with c i r c u l a r i t y involved 5 constructs, i n the context 
of the study, t h e o r e t i c a l l y , there could be any number (between 3 and 10) so 
involved. 
The location of the c i r c u l a r i t y , w i t h i n the h e u r i s t i c map, can also vary. 
I n the p i l o t study data, case 13 produced a c i r c u l a r i t y at the bottom of the 
heurist i c map; i n case 19, the c i r c u l a r i t y i s i n the middle of the h e u r i s t i c 
map. Of course, a c i r c u l a r i t y could occur at the top of the h e u r i s t i c map, and 
such cases were found i n the main study. 
I t was e a r l i e r stated that i n some exceptional cases the procedure for 
the calculation of heuristic pressures was modified somewhat. The exceptional 
cases were those involving c i r c u l a r i t y . I n these instances the construct complex 
812. 
forming the c i r c u l a r i t y was assigned the same (aggregated) h e u r i s t i c pressure. 
For constructs outwith the c i r c u l a r i t y the computation was exactly as already 
described. How the aggregation, w i t h i n the c i r c u l a r i t y , was conducted w i l l be 
explained through the step-by-step computations conducted for case 19 from the 
p i l o t study. 
Example of computing the heuri s t i c pressure f o r heuri s t i c mans containing 
. c i r c u l a r i t y 
Stage 1: Heuristic pressure on nodes 8 and 6, respectively 2/23 a n d 5/23• 
Stage 2: Heuristic pressure on each construct involved i n the c i r c u l a r i t y 
= l/5 (the sum of the standard s t a t i c pressures on the nodes i n 
c i r c u l a r i t y ) + (he u r i s t i c pressure on nodes predetermining the 
circularity-nodes) 
= 1/5 [(3 x ^ + 2 x | j ) + (5/23)] 
= 1/5 [18/23] = 36/230 
Stage 3° Heuristic pressure on node 10 = SSP on construct 10 + 5 of h e u r i s t i c 
pressure on predetermining constructs w i t h i n c i r c u l a r i t y 
20 90 _ 110 
230 230 230 
Stage 1+'' Heuristic pressure on construct 5 SSP on construct 5 + s °f 
heu r i s t i c pressure on node 10 
= 1/23 + 55/230 = 65/230 
Heuristic pressure on construct 7 = SSP on construct 7 + 5 heu r i s t i c 
pressure on construct 10 + g he u r i s t i c pressure on the nodes w i t h i n 
c i r c u l a r i t y = 2/23 + 55/230 + 90/230 = I65/23O 
Although the example used i n explaining the method of computation involved a 
c i r c u l a r i t y i n the middle of the he u r i s t i c map, the computation f o r cases with 
c i r c u l a r i t y at the bottom, or at the top, are similar t o t h i s . 
I n t h i s section the main concepts developed i n the h e u r i s t i c study, the 
computation conducted on the data and assumptions made have been explained with 
the help of the p i l o t study data. I n the next section are presented the r e s u l t s 
of the main study. 
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10.4 Field study 
This section seeks to describe how respondents were recruited and presents 
an overview of response rates and usable data. 
Recruitment of respondents 
For the main study the author sought to*, obtain at least 100 managerial 
respondents. The author managed t o negotiate access f o r research purposes to 
four d i f f e r e n t groups of managers. 
Method I t Accountancy Conference. Durham University was the venue f o r an aca-
demic accountants' conference. The author's contact with the organiser e l i c i t e d 
permission f o r forwarding the questionnaire t o some of the conference p a r t i c i -
pants. Altogether around 60 individuals had enrolled f o r t h i s conference and 
the research instrument was forwarded t o 30 of them. The p o t e n t i a l respondents 
addressed by t h i s method received the research instrument along with material 
on the conference that was being sent t o them through the Royal Mail. The 
response rate from t h i s method was 50$. However, only 13 completed question-
naires provided useable data f o r a l l three main research items (those on pages 
2 and 3 °f the research instrument). 
Method 2: Chemistry Conference. A Chemistry Conference was held i n Durham and 
the author was granted permission by the organising body to ci r c u l a t e at the 
meeting and by direct contact t o r e c r u i t respondents. Only managerial position 
holders from industry were recruited. The research instrument was given out t o 
40 p o t e n t i a l respondents of whom 35 returned the.completed forms. Of these 35> 
29 were useable f o r a l l three research questions. 
Method 3: Post Experience Course attendants. Permission was granted by the 
Director of Post Experience courses, Durham University Business School, t o 
r e c r u i t respondents from among the managerial employees attending short post 
experience courses at the Business School. The p a r t i c i p a t i o n of the course 
attendants to the heuristic study was on a voluntary basis . Of the 65 agree-
ing to participate 60 returned the completed research instrument. This method 
produced 55 completed forms useable f o r a l l three research questions. 
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Method 4; Business School graduates. The register of Business School graduates, 
discussed e a r l i e r i n connection with the survey on managerial job design prac-
t i c e s (Chapter 6) was used t o ci r c u l a t e $0 research instruments, with a covering 
l e t t e r , through the Royal Mail. From t h i s batch 28 completed forms were 
returned, of which 22 were usable f o r a l l three research questions. 
The table of Figure 10.13 summarises the contact rates, response rates and 
the usable response rates f o r the four methods of recruitment used i n the 
study. 
Method Contact rate Response rate Usable response rate 
1. Accountancy Conference/post 30 50$ (= 30) U3% (= 13) 
2. Chemistry Conference/self 
contact 40 87% (= 35) 73% (= 29) 
3. DUBS course attendants/ 
self contact 65 92% (= 60) 84$ (= 56) 
4. BGA guide/post 50 56% (= 28) kk% (= 22) 
Totals/averages 185 75% (=138) 64$ (=120) 
Figure 10.13: Summary of response rates 
For the study i n t o managerial heuristics the choice of participants was 
d i f f i c u l t t o make. Essentially, given the author's concern f o r job design, any 
managerial position holder would s u f f i c e . By r e c r u i t i n g respondents with a 
v a r i e t y of backgrounds the author attempted t o b u i l d heterogeneity i n t o the 
collected data so as t o permit generalisations? 
Although the table of Figure 10.13 presents the usable response rate on 
the basis of the correctness of the respondents' pursuance of the instructions 
f o r a l l the three research questions, completed questionnaires where instructions 
on one or more items were adhered t o are used f o r p a r t i a l analysis, as appropriat 
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10.5• Data analysis - main study 
For the sake of conciseness as w e l l as t o keep w i t h i n the primary purpose 
of the thesis, no attempt w i l l be made t o relate the population, demographic, 
characteristics t o the variations i n h e u r i s t i c data. The description of the 
demographic characteristics i s presented i n Appendix 10, where the f i v e 
tables present t h i s data i n c l a s s i f i e d order. The author i s reasonably confident 
that the data i s free of biases of the sort that might make i t unrepresentative 
of the managerial job holder class. 
Certain interpretations are presented along with the data but certain others 3 
which are related not t o a specific piece of data but are the outcome of the 
t o t a l view, ar.e l e f t f o r the next section which i s a discussion on the method 
of h e u r i s t i c s . 
10«5«le The pressure 
I n t h i s section i s presented the results of s t a t i c and h e u r i s t i c pressures. 
The s t a t i c pressure 
The histogram of Figure 10.14 presents the data on the importances attached 
t o the 10 constructs by the 120 study participants themselves. The method of 
computing means involved assigning grades 1, 2 and 3 t o lowest, intermediate 
and highest importances. I n the presentation the constructs are ordered from 
l e f t t o r i g h t according to decreasing value of t h e i r computed mean importance. 
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The histograms of Figure 10.15 present the means f o r the standardised 
s t a t i c pressures. 
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Figure 10.15: Means of the standardised s t a t i c pressures 
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The computation procedure f o r the data i n Figure 10.15 was as follows: 
Step 1: Compute the standard s t a t i c pressure f o r each construct, f o r each 
case 
Step 2: Construct wise summation of the SSP obtained i n step 1, through 
a l l 120 cases. 
Step 3 : Divide by 120 the value obtained* f o r each construct, i n Step 2. 
The h e u r i s t i c pressure 
The histogram of Figure 10.16 presents the d i s t r i b u t i o n of average heuri s t i c 
pressure on the 10 constructs researched. The procedure adopted f o r computing 
the average h e u r i s t i c pressure i s as follows: 
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Figure 10.16: The average he u r i s t i c pressures on the 10 constructs 
Step 1: For each case (study pa r t i c i p a n t ) compute the he u r i s t i c pressures 
on the 10 constructs 
Step 2: Compute f o r each construct, through a l l the cases, the sum of the 
heu r i s t i c pressures. 
Step 3' Divide the sum, computed i n Step 2, by 120 (the t o t a l number of cases) 
An i n t e r p r e t a t i o n f o r the v e r t i c a l axis of Figure 10.16 i s : ' a t t r i b u t e d importanc 
derived by the method of h e u r i s t i c s ' . Note that i n t h i s figure the constructs 
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have been ordered, from l e f t t o r i g h t , according t o decreasing average heuristic 
pressureso 
Contrasting the histograms of Figures 10.15 and 10 ol6 i t i s noticeable 
that while construct 2 remains i n the 4th position i n both sets of histograms, 
constructs 5 and 10 interchange position such that whereas fo r s t a t i c pressure 
constructs 10 and 5 occupy 9th and 10th positions respectively, i n the h e u r i s t i c 
pressure diagram they ^ occupy positions i n the reversed order. With respect t o 
constructs 1 and 6, the order of importance goes down, by one i n each case, 
when these are positioned according t o h e u r i s t i c a l l y derived values as compared 
with the s t a t i c a l l y derived values. With respect to the other 5 constructs, the 
s h i f t i n g i n the ordered positions i s more extreme. 
The r a t i o s of the h e u r i s t i c pressures between the 10 constructs depicted 
i n Figure. 10.16 generate a proportion p r o f i l e of the h e u r i s t i c pressure 
d i s t r i b u t i o n , f o r the sampled population. Similarly, the e a r l i e r diagram on 
SSP, Figure 10.15, i s the proportion p r o f i l e of the SSP d i s t r i b u t i o n . For 
the moment these p r o f i l e s are being defined; l a t e r , i n Section 10.6, these w i l l 
bet used. 
The diagrams of Figure 10ol7 t o 10.26 give the w i t h i n construct d i s t r i b u -
t i o n of h e u r i s t i c pressures f o r the ten constructs whose average h e u r i s t i c 
pressures are p l o t t e d i n Figure 10.16. The computation procedure adopted f o r 
deriving the values depicted i n these ten diagrams was as follows: 
Step 1: Assign ranks t o the heuri s t i c pressures on the 10 constructs, for 
each case. The rank determined the position of the weight . 
Notes Where a t i e occurred between 2 (or more) constructs, the 
weight was d i s t r i b u t e d , f o r the constructs concerned, 
proportionately among the t i e d ranks (p o s i t i o n s ) . 
Step 2s Summation, f o r each construct, over the whole study population. 
The curves of the type depicted i n Figure 10.17 t o 10.26 are of the type which 
would be necessary f o r stimulating he u r i s t i c pressures. 
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Figure 10.22; Construct 6 (interpersonal relationships) according t o rank f o r 
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Figure 10.26: Construct 10 ( p o l i c i e s and admin.) according t o rank f o r the 
120 cases 
Since the presence of high heuristic pressure indicates the occurrence of 
the construct on the higher end of the heu r i s t i c map, these ten diagrams together 
present a vi s u a l display of pressure transmission, from the predetermining 
constructs to those higher up the chain. For example, consider the three 
constructs displayed i n Figures 10.17, 10.21 and 10.26. While the higher 
frequencies associate with lower ranks f o r policies and administration, the 
higher frequencies occur i n the mid-ranks f o r control over work, and the higher 
frequencies occur with higher ranks f o r salary and benefits, thus v i s u a l l y 
depicting a wave l i k e motion from the r i g h t t o the l e f t ( i n the diagrams shown). 
Mathematical artefact and insight 
Note that the area under the ten curves being discussed comes, i n each 
case, t o 120 (or 119 i n two instances). This arises due t o the mathematical 
artefact of ranking: each construct i s ranked, once f o r each case, according 
t o the heuristic pressure on i t . The graphs drawn, from ranked data, while 
bringing out the transmission aspect, conceal the d i f f e r e n t i a t e d pressure 
loading on the constructs discussed with reference t o Figure 10.16. 
The diagram of Figure 10.27 shows,.for the three constructs discussed i n 
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the foregoing paragraph (i„e. salary and benefits, control over work, and p o l i -
cies and administration), the d i s t r i b u t i o n of h e u r i s t i c pressures c o n t r o l l i n g 
f o r both the p r o f i l e and average pressure. Note that the diagram contains smoo-
thed curves, and i s not a scale drawing. I t s purpose i s simply t o depict a 
concept. 
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Figure 10.27s. Maintaining the pressure p r o f i l e by rank but ad.iustin 
f o r (average pressure) loading f o r 3 construct 
1 0 . 5 . 2 . Connectivities between constructs 
I n t h i s section i s discussed the connectivity between the constructs as 
derived from the data. F i r s t the basic data i s reported and then, through two 
schemes f o r data consolidation, two models of heuristics are derived. 
Connectivity data 
Figures ]£X28 and 10 .29 summarise the connectivity data. 
Figure 1 0 . 2 9 presents the data on reported 'unconnectivity', or isolates. 
The order i n which the constructs are presented i n t h i s figure i s derived from 
t h a t of Figure 1 0 . 1 6 which ordered the constructs according t o the average 
heu r i s t i c pressure compulted. The histograms i n Figure 1 0 . 2 9 show the t o t a l 
number of times the various constructs were reported as is o l a t e s . For example, 
construct number 5 (working conditions) was reported as an iso l a t e 39 times, i.e 
by 39> of the 120 , respondents. Within each frequency measure i s further 
shown the composition according to the importance attached t o the constructs, 
w i t h i n the i s o l a t e class, by the respondents. For example, whereas the t o t a l of 
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Figure 1 0 . 2 8 ; Frequencies of connectivity as reported by study participants 
(120) 
Notes: 1 . For four c e l l s ( ( 2 , 1 0 ) , ( 5 , 8 ) , ( 7 , 5 ) and ( 9 , 8 ) ) the 
reported frequency was n i l . 
2 . Frequencies of connectivity reported by more than 10% 
of the respondents are encircled by a small c i r c l e . 
3 . Frequencies of connectivity reported by more than 20% 
of the respondents are c i r c l e d by the larger c i r c l e . 
4 ° As a consequence of Notes 2 and 3> frequencies having 
(a) any c i r c l e (one or two) are those reported by at 
least 10% of the respondents, (b) two ci r c l e s are those 
reported by at least 20% of sample. 
) 
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Figure 10o29; Frequency of constructs reported as isolates by 
120 study participants 
825. 
Note t o Figure IP-29 
The size of the histogram bar indicates the t o t a l number of 
times the construct was an ^isol a t e * . The numbers on the 
top of each bar give exact values from data. 
The information attached t o the isolates i s also shown i n t h i s 
diagram. The two curves s p l i t each bar i n t o 3 sections, each 
si g n i f y i n g a d i f f e r e n t grade of importance. 
The lowest portion of each bar (separated by the dotted l i n e ) 
represents the number of respondents assigning grade 1 t o the con-
s t r u c t . The middle portion (delimited by the two curves) 
represents the number of times the isolated construct was 
assigned the importance grade of 2. The top-most part w i t h i n 
each bar represents the number of times the isolate was graded 
3 i n importance. 
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is o l a t e reportage f o r construct 5 i s 3 9 , of t h i s number 22 times the construct 
was given low importance (graded 3 ) , 1 2 times i t was given intermediate import-
ance (graded 2) and 5 times i t was given the highest importance (grade l ) . 
Comparing the frequency of the occurrence of isolates with the average 
heu r i s t i c pressure, whereas no patterns emerge on a construct-by-construct basis, 
overall> data suggests that those constructs which had lower h e u r i s t i c pressures 
on them also occur more frequently as isolates. Corresponding deductions with 
regard t o constructs having high average he u r i s t i c pressure cannot be made from 
the present data. 
Figure 10.28 presents the connectivity data i n a from construct-to-construct 
tabular manner. An explanatory example w i l l make the rest^of the table s e l f -
readable. Along the v e r t i c a l axis are the connectivity s t a r t i n g points, i . e . the 
predetermining constructs; along the horizontal axis are the constructs which 
are predetermined i n dyadic relationships. Thus, i n the table, the contents of 
c e l l ( l , 2), i . e . the number 5 0 , shows that 5 0 of the respondents indicated 
construct 1 to be a predeterminant of construct 2. On the other hand the cont-
ents of c e l l (2, l ) i . e . the number 1 4 , shows that 1 4 respondents indicated that 
construct 2 predetermines construct 1 . The c i r c l e s , one', or two, surrounding 
numbers ±n certain c e l l s , are explained i n the notes beloitf Figure 1 0.28. The 
las t three columns of the table i n Figure 1 0.28 show the t o t a l s f o r the connec-
t i v i t y of each construct: the f i r s t of these columns shows the number of times 
the construct predetermines a l l the other constructs: the second column shows 
the number of times each construct i t s e l f was predetermined by a l l the other 
constructs; the t h i r d column gives the. sum of the preceding two columns. 
A special class of connectivity would be where the construct i s linked t o 
one or more other constructs but i t s position i n the heuris t i c map i s represented 
by terminal nodes, either s t a r t i n g or end terminals. The table of Figure 1 0 . 3 0 
shows the frequencies with which the ten constructs were so linked. The data 
indicated that U of the constructs were more l i k e l y t o occur with a p o s s i b i l i t y 
of at least 3 to 1 , i n a specific terminal position. For two of these constructs 
(salary and benefits and promotion) the bias i n t h e i r p o s i t i o n of occurrence 
327. 
favours the end-terminal positiono For the other two (technical supervision, 
and policies and administration) bias favours t h e i r occurrence as s t a r t i n g -
terminals o 
Construct 
number 
Mode as s t a r t i n g 
terminal 
Mode as end-
terminal 
Figure 10e30: Frequency of occurrence of constructs at the beginning 
or end of chains 
Models of connectivity 
The basic connectivity data presented i n Table 10<>28 shows tha t some of 
the connectivities were perceived by small number of respondents•> For example, 
the connectivity between constructs 8 and 9 ( c e l l (8,9)) was perceived by only 
one respondento Of the t o t a l of 90 connectivities possible from the ten con-
structs, only 4 were such as not t o be reported at a l i o A l l the others, as 
evidenced from the table of Figure 10 o2 8, were reported t o e x i s t , although a 
large proportion were infrequently envisaged by the respondents., 
I n t h i s section two models of connectivity w i l l be derived* Each model i s 
based on a data reduction/consolidation scheme which w i l l also be presented i n 
each case<> 
Connectivity Model 1 
The p a r t i c u l a r data reduction strategy adopted here i s t o consider only 
those connectivities reported by at least 10$ of the participants» With 
reference t o the table of Figure 10 o28, a l l frequencies higher than 12 are 
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Figure 10.31: Model connectivity 
Note: Where two way connectivities e x i s t , between pairs of constructs, 
i. e . A t o B and B t o A, the dominant one i s shown by continuous 
arrows and the weaker (of the two) by broken arrows. 
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indicated by having a c i r c l e (one c i r c l e or two c i r c l e s ) around them,, 
On the basis of below 1 0 $ frequency cu t - o f f , note that f i v e of the connec-
t i v i t i e s , indicated by the following 5 pairs of c e l l s ; 
lo ( 2 , 6 ) and ( 6 , 2 ) 
2 o ( 1 , 2 ) and ( 2 , l ) 
3 ° ( 1 , 6 ) and ( 6 , 1 ) 
4 o ( 1 , 4 ) and ( 4 , 1 ) 
5 o ( 3 , 4 ) and ( 4 . 3 ) 
are of the two way type, that i n the single person heuristics were precluded by 
instructions to study participants i0e<> these are of the types A predetermines B 
and B predetermines A. So, while i n single person heuristics such type of connec-
t i v i t y was excluded, i t has become introduced i n t o the data, currently being 
considered, due t o aggregation over the population of study participants,, Such 
two way connectivity between pairs of constructs, of course, prevents the 
drawing of normal p i c t o r i a l diagrams of the kind used i n presenting the single 
person heuristics f o r the p i l o t study participantso However, the special 
p i c t o r i a l diagrams, used f o r cases where c i r c u l a r i t y arose, w i l l be used t o 
show the connectivity between the constructs, according to the model being 
considered. Note that i n the discussion of single person h e u r i s t i c s , c i r c u l a -
r i t y was discussed i n terms of the involvement of 3 or more constructs i n an 
endless loop. The type of connectivity being discussed here, a r i s i n g due t o 
summarisation over the whole study population, could thus be viewed as a dege-
nerate case of c i r c u l a r i t y , emerging from a pair of constructs being involved 
i n an endless loop. 
The diagram of Figure 1 0 o 3 1 shows the connectivity, between the constructs, 
derived according to Model 1 „ In t h i s diagram the f i v e constructs involving a 
dyadic c i r c u l a r i t y have an enclosure drawn around them. Within t h i s enclosure, 
the only unreciprocated connectivity, i n the sense of the absence of dyadic 
c i r c u l a r i t y , i s that between the constructs 3 and lo Construct 3 i s placed 
w i t h i n the enclosure due to i t s two way connectivity with construct 4 ° 
I n the diagram of Figure 1 0 „ 3 1 the frequency of connectivity between con-
structs i s w r i t t e n i n the rectangular boxes on the arrows showing predetermina-
t i o n . The constructs themselves are represented by c i r c u l a r nodes. The nota-
t i o n adopted to show the connectivity between, the nodes w i t h i n and outwith 
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the enclosure w i l l be explained v i a example; Node 8, outwith the enclosure, 
i s connected t o nodes 1, 3 and 6, wi t h i n the enclosure; the t o t a l connectivity 
of 8 with a l l these nodes w i t h i n the enclosure i s 8 7 . Notation similar t o t h i s 
has been adopted f o r depicting nodes outwith the enclosure being predetermined 
by nodes withino 
Heuristics based on Model 1 connectivity 
Referring back go Figure 10ol6 which presents h e u r i s t i c pressures derived 
from the same data as the connectivity model under discussion, the three con-
structs ( p o l i c i e s and administration, working conditions and supervision -
technical) which have the three lowest pressures on them, being.at the lower end 
of the connectivity model, could be regarded as having linkages such that only 
the low aforementioned he u r i s t i c pressures may be derived, through appropriate 
adjustment of 'importance', the second parameter f o r calculating h e u r i s t i c 
pressures.. 
Simi l a r l y , the positioning of nodes representing the constructs 7 and 9 > 
i s such that the high pressures given on these (see Figure 10.16) is, l i k e l y from 
the connectivity derived i n Model 1 and shown i n Figure 10«>31o 
However, the derivation of heu r i s t i c pressures, from the connectivities of 
Model 1, f o r the remaining constructs, i 0 e . constructs 1, 2, 3 » 4? and 6, would 
lead t o the pressures on these constructs being equalo And t h i s would be con-
t r a r y t o the p r o f i l e of he u r i s t i c pressures presented i n Figure 10ol6 where 
pressures on constructs 1 and 3 d i f f e r not only i n rank but i n magnitude as w e l l o 
Thus the Model 1 connectivity, derived by f i x i n g the cut - o f f point at 10$ 
of sample, although capable of certain deductions i s too rough f o r d e t a i l e d worko 
An improvement on t h i s model emerges i n the Model 2 connectivity which w i l l now 
be discussedo 
Connectivity Model 2 
Model 2 data reduction strategy i s based on considering those connectivities 
reported by at least 20$ of the participants. With reference t o Figure 10.28, 
those meeting t h i s c r i t e r i a are indicated by two c i r c l e s on the frequency values. 
For ease of reference the connectivities meeting the c r i t e r i a are l i s t e d i n the 
table of Figure 1 0 . 3 2 . 
8 3 1 -
From To Frequencies 
1 2 5 0 
1 7 4 0 
1 9 5 1 
2 Q 
S 
3 1 3 7 
3 4 2 5 
' 4 1 5 3 
5 1 3 8 
6 1 2 9 
8 . 1 3 3 
8 6 3 9 
9 7 4 5 
1 0 1 2 9 
1 0 3 2 9 
1 0 4 28 
1 0 5 3 6 
jure 1 0.32: Connectivities considered i n Model 2 
The diagram of Figure 1 0 . 3 3 shows the connectivities derived -from Model 2 
m a p i c t o r i a l form 0 
1 0 
8 
Figure 1 0 . 3 3 : Model 2 Connectivity 
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As i s evident from t h i s f i g u r e no c i r c u l a r i t y exists between any pair of 
nodes. 
Heuristics based on Model 2 - connectivity: a s i m p l i f i e d computation 
Using the data on the means of the standardised s t a t i c pressure given i n 
Figure 1 0 . 1 5 , and the connectivity shown i n Figure 1 0 . 3 2 the computed values f o r 
the h e u r i s t i c pressures are shown i n Figure 1 0 . 3 4 . 
Construct Mo. 7 l 9 2 4 6 3 8 5 1 0 
Heuristic pressure 1 . 0 0 0 . 7 6 0 . 6 9 0 . 3 6 0 . 2 5 0 . 1 3 0 . 1 2 0 . 1 0 0 . 1 0 0 . 0 9 
Figure 1 0 . 3 4 : Heuristic pressures on constructs: computation based 
on Model 2 connectivity and standardised 
s t a t i c pressures 
A comparison of the computed heuristic pressures of Figure 1 0 . 3 4 and the 
e a r l i e r presented data aggregate presented i n Figure 1 0 . 1 6 shows rank alignment 
of h e u r i s t i c pressures on the constructs. Notwithstanding the proviso added i n 
the next subsection, the connectivity of Figure 1 0 . 3 3 with the computed h e u r i s t i c 
pressuresof Figure 1 0 . 3 4 w i l l be referred t o as the common he u r i s t i c s . 
Comment on the acceptability of derived connectivity 
I n presenting the two models of connectivity based on simple strategies 
of data reduction, an attempt was made t o show how models may be formed and 
accepted or rejected on the basis of the degree to which the h e u r i s t i c pressures 
computed therefrom correspond with the p r o f i l e derived f o r the h e u r i s t i c 
pressures from aggregation. Thus the process of deriving an acceptable model 
could be regarded as i t e r a t i v e . I t e r a t i v e techniques can be simulated faster on 
a computer; and computer-based programmes f o r producing solutions would have the 
added advantage of possessing the capability of handling d i f f e r e n t datas. Further 
these programmes could be made sophisticated t o perform computations that i n the 
s i m p l i f i e d calculations presented t o convey the concepts were not given con-
sideration i n the foregoing discussions. Two such improvements could be: 
1 . I n the derivation of h e u r i s t i c pressures from Model 2 connectivity, the 
pressure flow from one node t o several others was not matched for the 
frequency of reported occurrence. To explain t h i s , consider the connecti-
v i t i e s shown i n Figure 1 0 . 3 3 f o r Model 2 . This data shows the node 
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representing' construct 1 t o be connected t o nodes representing constructs 
2 , 7 and 9, respectively 5 0 , 4 0 and 5 1 number of times. I n the s i m p l i f i e d 
calculation of he u r i s t i c pressures, however, the simplifying assumption of 
l / 3 t o each node was made. A more sophisticated computation, using the 
pressure flow to correspond with the connectivity, i . e . p a r t i t i o n i n g the 
flow from node 1 t o nodes 2* 9 and ? to be i n the r a t i o s 5 • 4 - 5 > could 
produce more r e a l i s t i c solutions. 
2 . Given that some constructs occur more often as isolates, some others more 
often as s t a r t i n g terminals and some others more often as end terminals a 
new concept - that of ' r e t e n t i v i t y of pressure 1 - may need development. 
The concept of r e t e n t i v i t y , applicable t o the derivation of common heuristics., 
of the type derived i n Model 2 , implies that not a l l h e u r i s t i c pressure 
occurring at a construct may be transmitted t o constructs predetermined by 
i t . 
As t o whether or not the concept of r e t e n t i v i t y i s necessary can only be 
found out by attempting t o f i t a series of connectivity models i t e r a t i v e l y t o the 
p r o f i l e of aggregated h e u r i s t i c pressures. 
I n t h i s area fu r t h e r research, based on computer runs, i s necessary. 
1 0 . 5 ° 3 ° Comparison of Herzberg*s results with the Herzberg-data from t h i s study 
Herzberg s p l i t the 1 0 factors i n t o two groups on the basis of whether the 
factor predominantly e l i c i t e d "high" or "low" experiences. The two groups, 
labelled motivators and hygiene, comprised the following f a c t o r s : 
Motivators - achievement, recognition, work i t s e l f , r e s p o n s i b i l i t y , 
advancement 
Hygiene - company policy and administration, supervision, salary, 
interpersonal r e l a t i o n s , and working conditions 
I t i s i n t e r e s t i n g the compare the author's results with those documented by 
Herzberg. Figure 1 0 . 3 5 presents i n tabular form the data on the association 
of the 1 0 factors with 'happy' and 'unhappy' situations, described by the study 
respondents. This data, while sharply delineating a l l the f i v e Herzberg 
motivators as having stronger association with, t o borrow Herzberg*s nomenclature 
"high" experiences, segregates only 4 of the hygiene factors on the basis of 
3 3 4 o 
association with "low" experiences,, 
Construct 
number 
Frequencies of association i n 
J 
Row t o t a l 
( 2 of grand 
t o t a l ) Unhappy 
( 2 of row 
t o t a l ) 
s i t u a t i o n 
( 2 of grand 
t o t a l ) 
Happy s i t u a t i o n 
( 2 of row ( 2 of grand 
t o t a l ) t o t a l ) 
1 1 8 ( 1 4 » ( ( 1 , 9 6 2 ) ) 1 1 5 ( 8 6 2 ) ( ( 1 2 . 5 0 2 ) ) 1 3 3 ( ( 1 4 2 ) ) 
2 2 1 ( 2 1 * ) ( ( 2 c 2 8 2 ) ) 7 7 ( 7 9 2 ) ( ( 8 . 3 7 2 ) ) 9 8 ( ( 1 1 2 ) ) 
3 5 2 ( 4 0 $ ) ( ( 5 ° 6 5 2 ) ) 7 8 ( 6 0 2 ) <78./,8<rm 1 3 0 ( ( ] y , 2 ) ) 
4 3 6 ( 3 5 2 ) ( ( 3 . 9 1 2 ) ) 6 7 ( 6 5 2 ) ( ( 7 . 2 8 2 ) ) 1 0 3 ( f i i 2 ) ) 
5 2 8 ( 6 0 2 ) ( ( 3 . 0 4 2 ) ) ' 1 9 ( 4 0 2 ) (( 2.07%)) 4 7 ( ( 5 2 ) ) 
6 6 6 ( 5 6 2 ) ( ( 7 . 1 7 2 ) ) 5 2 ( 4 4 2 ) ( ( 5 . 6 5 2 ) ) 1 1 8 ( ( 1 3 2 ) ) 
7 2 7 ( 3 9 2 ) ( ( 2 . 9 3 2 ) ) 4 3 ( 6 1 2 ) ( ( 4 . 6 7 2 ) ) 7 0 ( ( 8 2 ) ) 
8 5 1 ( 6 5 2 ) ( ( 5 . 5 4 2 ) ) 2 7 ( 3 5 2 ) ( ( 2 . 9 3 2 ) ) 7 8 ( ( 8 2 ) ) ; 
9 1 8 ( 2 8 2 ) ( ( 1 . 9 6 2 ) ) 4 7 ( 7 2 2 ) ( ( 5 . 1 1 2 ) ) 6 5 ( ( 7 2 ) ) 
1 0 6 4 ( 8 2 2 ) ( ( 6 . 9 5 2 ) ) 1 4 ( 1 8 2 ) ( ( 1 . 5 2 2 ) ) 7 8 ( ( 8 2 ) ) 
Column 
t o t a l s ( ( 4 1 . 3 9 2 ) ) ( ( 5 8 . 5 8 2 ) ) 9 2 0 ( ( = l 0 0 2 ) j 
Figure 10.35: Herzberg-like data from author's study 
•The factor which was c l a s s i f i e d as Hygiene, by Herzberg, on the basis of i t s 
association with "low" events, but which from the data i n t h i s study would be 
cl a s s i f i e d as a motivator, i s salary 
Notwithstanding t h i s d i f f i c u l t y with the c l a s s i f i c a t i o n of one factor, the 
fact that the 9 others could be c l a s s i f i e d by the schema adopted by Herzberg, 
shows the s t a b i l i t y over time of in d i v i d u a l attitudes t o narrating experiences-
in-job. And t h i s i s especially note -worthy on account of the fa c t that the 
author*s study was conducted more than two decades a f t e r that of Herzberg, i n a 
di f f e r e n t c u l t u r a l environment and i n a d i f f e r e n t economic atmospheres Herzberg 
conducted his study i n the USA, at a time of f u l l employment while the author's 
study took place i n the United Kingdom at a time when unemployment exists and 
the l i k e l i h o o d of further increases i n unemployment seem high. This' l a s t 
mentioned f a c t , together with the currently experienced high i n f l a t i o n rates, 
i n f a c t , may i n part explain the deviation i n the c l a s s i f i c a t i o n of 'salary* 
between Herzberg's o r i g i n a l study and the one currently being reported. 
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Analysis of high and low experiences on the common he u r i s t i c map 
The diagram of Figure 10.37 i s drawn by superimposing the data on "low" 
and "high" experiences on the Model 2 connectivity arrived at e a r l i e r (see 
Figure 10.33). I n t h i s diagram each node i s s p l i t into three parts with a 
number i n each part. These three numbers w i l l now be explained with the help 
of the diagram i n Figure 10.36 below. 
p, = Construct reference number 
q = frequency of "low" experiences associated with construct p 
r = frequency of "high" experiences associated with construct p 
Figure 10.36: Explanation f o r the notation i n Figure 10. 
Although the connectivity of nodes i n Figure 10.37 i s the same as t h a t derived 
i n Model 2 the positioning of the nodes i n t h i s l a t t e r figure has special s i g n i -
ficance. The node representing construct 1 i s positioned f i r s t and at the centre 
of the diagram. The other nodes are subsequently positioned such that each l e v e l 
of predetermination and the connectivities (and major groups of connectivities) 
are c l e a r l y distinguishable. To maintain d i s t i n c t i o n i n the levels of predeter-
mination, concentric c i r c l e s (centred on node l ) are drawn. This diagram w i l l be 
used f o r two separate analyses of the "low" and "high" incidences. 
Analysis: outcomes and antecedents of success i n .job 
The diagram of Figure 10.37 indicates that the constructs associated with 
outcomes of success i n job are 2, 9 and 7» The concept of ^product' and fby-
product' discussed e a r l i e r i s f o r the moment not important. The concept of import 
here i s that these constructs (2, 9 and 7) are the outcomes of success - no 
matter what the importance attached t o them, vis-a-vis success i n job, by any 
one i n d i v i d u a l . 
S i m i l a r l y , the predeterminants of success i n job are the s i x constructs: 
3, k> 5, 6, 8 and 10. 
I n the discussion' so f a r , thus, two types of variables have been delineated: 
8 3 6 „ 
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28 
10 
Fifture 10.37: Common h e u r i s t i c vrith data on lovf and h igh 
exneriences superimposed 
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1. The products of success 
2 . The predeterminants of success 
The table of Figure 1 0 . 3 8 presents consolidated data on low and high 
incidences with respect to the two types of variables l i s t e d above plus success 
i n job which i s treated as a class on i t s own. S t a t i s t i c a l treatment of t h i s 
2 
data produces a X value which i s s i g n i f i c a n t at less than 0 . 0 0 1 . 
Type of variable Low incidences High incidences 
Outcomes of success i n job 6 6 1 6 7 
Success i n job 18 1 1 5 
Predeterminants of success 
i n job 2 9 7 2 5 7 
Figure 10.38: Association of the occurrence of high and low 
incidences with outcomes of success, predeterminants 
of success and success 
i t s e l f 
Reorganisation of the data of Figure 1 0 . 3 8 , through combining the f i r s t two 
classes, i . e . combining success i n job with outcomes of success i n job, i s 
presented i n Figure 1 0 . 3 9 « > 
Type of variable Low incidences High incidences 
Success i n job and outcomes 
of success i n job 8 4 282 
Predeterminants of success 
i n job 2 9 7 2 5 7 
Figure 1 0.39: Association of the occurrence of high and low incidences 
with success and outcomes of success i n .job and predeterminants 
of success i n .job 
The data i n the tables of Figures 1 0 . 3 8 and 1 0 . 3 9 c l e a r l y indicates t h a t : 
1 . The low incidences are very strongly associated with predeterminants of 
success rather than outcomes of success i n job. 
2 . For high incidences the association with either outcomes or predeterminants 
of success although s t a t i s t i c a l l y not s i g n i f i c a n t , manifests a s l i g h t bias 
i n favour of success i n job and i t s outcomes. 
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Analysis 2 : Conceptual distances of constructs 
I n presenting the diagram of Figure 1 0 . 3 7 the positioning of the constructs 
at d i f f e r e n t levels was explained. The concentric c i r c l e s centred on the node 
denoting Success i n job* determine the levels f o r positioning the other nodes. 
For references t o the levels the following notation (see Figure 1 0 . 3 7 ) i s adapted 
Level 1 : Construct 1 
Level 2 : Constructs 2 , 4 and 6 
Level 3 : Constructs 3 > 5» 8 and 9 
Level 4 : Constructs 7 and 1 0 
With reference t o the diagram of Figure 1 0 . 3 7 the l e v e l of the construct thus 
denotes i t s distance from 'success i n job T . 
The table i n Figure 1 0 . 4 0 presents the data on high and low incidences as 
these associate with the l e v e l of the constructs. Note that the values given 
i n t h i s table are those presented e a r l i e r i n Figiire 1 0 . 3 5 and represent the 
association of the construct as a percentage of the t o t a l association (both 
high and low) reported. For example, the data i n the r i g h t most column of 
Figure 1 0 . 4 0 indicates that l e v e l 2 constructs associated i n either high or low 
incidences 3 4 « 6 6 $ cases. Further, from columns 2 and 3 > w i t h i n t h i s 3 4 « 6 6 $ 
case assocation with l e v e l , 1 3 . 3 6 $ related t o low incidences and 2 1 . 3 0 $ to 
high incidences. 
Level of construct 
(Constructs at that l e v e l ) 
Low 
incidences 
(%) 
High 
incidences 
(%) 
Total of low 
and high i n c i -
dences 
1 . (No.l) 1 . 9 6 1 2 . 5 0 1 4 . 4 6 
2 . (No.2, No.4, No.6) 1 3 - 3 6 2 1 . 3 0 3 4 . 6 6 
3 . (No.3, No.5, No.8, No.9) 1 6 . 1 9 13 . 5 9 • 3 4 . 7 8 
4 . (No.7, No.10) 9 . 8 8 6 . 1 9 1 7 . 0 7 
Figure 10.40; Association of low and high incidences with 
the l e v e l of the construct 
The Figure 1 0 . 4 1 i s a diagrammatic representation of the data i n Figure 
1 0 . 4 0 . I n t h i s , new, diagram the t o t a l area represents the t o t a l i t y of high 
and low incidences. The v e r t i c a l l ines s p l i t t i n g t h i s area divide i t into 
proportions corresponding to incidence reportage ( f o r both low and high) at 
various l e v e l s . Within each l e v e l , then, the area i s s p l i t so that one part 
8 3 9 . 
Low incidence 
1 2 . 5 0 
High incidences 
18 . 5 9 2 1 . 3 0 
I I 1 i 
(Level li Level 2 • Level 3 I Level 4 i 
. , I - I I 
Figure 10.41: Diagrammatic representation of the association 
between the l e v e l of construct and high and low 
incidences 
(the top portion) represents the reportage of low incidences f o r the l e v e l 
concerned and the other (the bottom portion) represents the reportage of high 
incidences. 
The data of Figure 1 0 . 4 1 c l e a r l y indicates t h a t : 
1 . Going outwards from the central concept (success i n j o b ) , the proportional 
reportage of low incidences increases. 
2 . Going outwards from the central concept (success i n j o b ) , the proportional 
reportage of high incidences decreases. 
%0. 
10.6. Saliency of salary and benefits 
I n t h i s section the saliency of salary and benefits w i l l be evaluated from 
the evidence, both direct and deduced, of the data collected. Essentially, l i g h t 
can be brought t o bear on t h i s construct from two perspectives which w i l l f i r s t 
be l i s t e d and then discussed. 
1. Pressures - heu r i s t i c versus s t a t i c 
2. Connectivity and r e l a t i v i t y 
1. Pressures - heu r i s t i c versus s t a t i c 
Data on s t a t i c pressures and standardised s t a t i c pressures has been presen-
ted i n Figures 10.14 and 10.15 respectively. For the data collected i n t h i s 
study the ranking of the ten constructs, along the computed, grades of 'importance 
placed % places salary and benefits i n the 7th position. 
Data on average he u r i s t i c pressure, presented i n Figure 10.16, however, 
indicates that i n the heuristics of individuals - the what leads t o what proposi-
t i o n - the highest importance became attached t o salary and benefits. 
At t h i s point, i t i s important t o r e c a l l the concept of product and by-
product, discussed e a r l i e r . The data on the aggregated h e u r i s t i c pressures 
which was the basis of the statement i n the foregoing paragraph, does not d i s t i n -
guish between whether individuals attach importance d i r e c t l y t o salary and 
benefits or whether salary and benefits are the by-product of variables a t t r i -
buted the higher importance. This aspect i s focused upon i n the second perspec-
t i v e , discussed next. 
2. Connectivity and r e l a t i v i t y 
Forty of the study participants, i . e . a t h i r d of the t o t a l , by assigning 
the highest grade t o salary and benefits regard t h i s construct as a product of 
t h e i r work h e u r i s t i c s . Another 50 of the study participants through assigning 
lower importance t o the salary and benefits construct while, at the same time, 
a t t r i b u t i n g higher importance t o constructs d i r e c t l y or i n d i r e c t l y predetermining 
salary and benefits could be regarded t o consider salary and benefits as a by-
product of t h e i r work heu r i s t i c s . A fur t h e r 8 of the study participants by 
placing the same importance on salary arid benefits as they did on the, d i r e c t l y 
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and i n d i r e c t l y , predetermining constructs could be regarded as considering 
salary and benefits as a concomitant product of t h e i r work h e u r i s t i c s . 
Thus i t could be concluded, from the data evidence given above, that 82% of 
the sampled population either d i r e c t l y placed high importance on salary and 
benefits or by placing the higher importance on the predeterminants of t h i s 
construct indicate the strategic importance of t h i s variable i n discussion of 
the job environment i n general, and s p e c i f i c a l l y t o the job design paradigm. 
From the two perspectives presented above, but r e f e r r i n g back t o Herzberg's 
two factor pronouncement, i t could be argued that salary and benefits i s more 
l i k e l y to be a motivator than a hygiene f a c t o r . In further support of the stand 
being taken, consider the diagram of Figure 10.42, which i s based on connectivity 
data alone, i . e . neither s t a t i c pressures nor heur i s t i c pressures are being con-
sidered. 
I n Figure 10.42 the node representing construct 7 i s placed i n the centre of 
the diagram. The v e r t i c a l axis passing through node 7 segregates, a l a Herzberg, 
the constructs i n t o motivators and hygiene factors. The horizontal axis passing 
through node 7 separates the constructs so that those positioned i n the lower 
part represent connectivity i n t o node 7 > and those i n the uppper portion repre-
sent connectivity from node 7 » A l l the nodes are marked with the reference 
number of the construct they represent. Each construct, save 1, i s shown twice 
i n the diagram: once t o show the ^o-connectivity' from that construct t o 
construct 7 > and the next t o show the Tfrom-connectivity' from construct 7 t o 
that construct. Thus, the connectivity from construct 9 to construct 7 i s 4 5 
and the connectivity of construct 7 t o construct 9 i s 3 » 
Thus the t o t a l connectivity of construct 7 ( a l l the connections of a l l the 
other constructs with construct 7 ) i s 1 9 7 * Of t h i s connectivity t o t a l , only 
around a quarter (27$) i s that between the salaries and benefits construct and 
a l l the Herzberg-hygiene factors. On the other hand, the connectivity of the 
salaries and benefits construct with the Herzberg-motivators stands at nearly 
three-quarters ( 7 3 $ > exactly) of i t s t o t a l connectivity. 
Looking at t h i s diagram another way, data suggests t h a t the salary and 
842. 
Quadrant t o t a l =11 Quadmnt t o t a l = 18 
tadrant t o t a l = 42 Quadrant t o t a l = 126 
from 
Figure 10.42: Connectivities of the 'salaries and benefits' construct 
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benefits construct i s more often predetermined by the other constructs than i t , 
i n t u r n , predetermines them: of the t o t a l of 197 connectivities, 168 i n t o and 
29 from construct 7» From t h i s perspective deta i l s of the data show t h a t : 
1. Of the 168 connectivities i n t o the salary and benefits construct, 
while 126 (75$) emanate from the Herzberg-motivators, only 42 (25$) 
emanate from Herzberg-hygiene factors. 
2. Of the 29 connectivities from the salaries and benefits construct, 
while 18 (62$) l i n k with the Herzberg-motivators, 11 (38$) l i n k with 
Herzberg-hygiene factors. 
Thus, o v e r a l l , the connectivity data of Figure 10.42 provides supportive 
evidence t o categorising salary and benefits as a motivator. 
Money i s a motivator, but i t i s a motivator with a difference. I n the 
context of employment, the saliency of money should be recognised i n the terms 
of i t s association with the other job related variables. The h e u r i s t i c study 
data suggests t h a t , at least f o r some "individuals, monetary rewards are deter-
mined by the nature of the work performed and t h i s would imply that upgrading 
the job contents accompanied by simultaneous adjustment of salary i s more l i k e l y 
t o r e s u l t i n successful job design. 
The author wishes to stress the above contention f o r i n some job design 
undertakings i n the past (see Fein (1974)) correspondence between nature of work 
and salaries has not been maintained - rather money has been regarded as an 
e x t r i n s i c variable and therefore unworthy of manipulation. Mo wonder Sirota 
(on the authority of Fein (1974)) has been reduced t o strong language: 
" I can't get i t through some t h i c k skulls that people may want both -
that they would l i k e to f i n i s h a day's work and f e e l that they have 
accomplished something and s t i l l get paid f o r i t " . 
Thus, i t could be concluded that making rewards contingent to performance, 
and aligning the two should be a job design objective. 
1 0 o 7 » Conclusions 
The conclusions t o be drawn from the study reported i n t h i s chapter f a l l 
i n t o the following two groups: 
l e Results relevant t o job design 
2. Evaluation of studies i n heuristics and the technique followed 
These w i l l be discussed i n that order. 
lO"?*!" SuppiestionP f o r .i"b design 
A basic premise of the concept of predetermination would be that the f u l f i l -
ment conditions, or contrivance of situations, denoted by constructs placed 
higher up i n the heuri s t i c map would, at least i n part, depend on successful 
outcomes on constructs placed lower down the chain. So, outcomes on constructs 
higher up the heuri s t i c map would be enabled through p r i o r success a t constructs 
lower down the heuri s t i c chain. 
Given that job design i s about enabling the job holder to perform at his 
peak, then job designers should concern themselves with providing the enabling-
force that leads t o f u l f i l m e n t of outcomes desired by these job holders. 
As the heuristic force increases going up the heuris t i c map, the enabling 
force, f o r i t t o serve i t s purpose, may even have t o be the highest i n i t s 
potency at the lower end of the heu r i s t i c map. 
This enabling force could be provided by the job designer through ensuring 
that i n the part of the organisation w i t h i n his ambit: 
1 . Policies and administrative practices encourage contribution t o organisa-
t i o n a l purpose by providing opportunities f o r u t i l i s a t i o n of s k i l l s ; 
encouraging s k i l l acquisition and attempting to eliminate outdated or 
cumbersome procedures. 
2. There i s a correspondence between rewards and contribution. Practices 
which might break t h i s correspondence should be eliminated or c u r t a i l e d . 
Attempt should be made t o f i n d out the rewards valued by individuals and 
compensation f o r contribution arranged i n accordance with these. 
3 . Each individual's work i s at his l e v e l of a b i l i t y and each job holder 
exercises as much control over his work as can, i n the context of 
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technology, be contrived. Here the degree of independence desired by the 
job holder i s the aim.. 
4« Offers working conditions and f a c i l i t i e s which at the least do not hinder 
performance and at best encourage superior performance. 
5. Has managerial position holders who are t e c h n i c a l l y ' q u a l i f i e d f o r the 
positions they hold, or have ready access t o specialist technical advice 
which they should be encouraged to use. 
6. Encourage and f i n d methods of improving interpersonal relationships. 
Once they are at an acceptable l e v e l , these should not be allowed t o 
deteriorate. 
Success at a c t i v i t i e s of the above nature, from the evidence gathered i n 
the study reported i n t h i s chapter, would, i n a l l l i k e l i h o o d , r e s u l t i n a sense 
of achievement fo r the job holders. 
Further, and f o r the following two reasons: 
( i ) Individuals pursuing careers form t h e i r work heuristics specific 
t o t h e i r p a r t i c u l a r environment, 
( i i ) Design of i n t e r l i n k e d jobs would involve contriving balances (over 
d i f f e r e n t domains) between them. 
A job design policy statement would be most h e l p f u l . The policy statement 
being a constituent part of the aforementioned organisational p o l i c i e s , would 
have t o be devised foremost, f o r unless the design policies are l a i d down f i r s t , 
no amount of t i n k e r i n g with the design manipulable variables would, i n a l l 
p r o b a b i l i t y , produce l a s t i n g design success and the value of such unplanned 
undertaking t o the job holders and the organisation would be ephemeral. I n 
fact a c t i v i t i e s undertaken un-policied, even along the l i n e s stated above, 
would ultimately, i n a l l l i k e l i h o o d , induce a negative a t t i t u d e toxirards job 
design attempts i n the fut u r e . 
The conceptual outline of such a job design policy statement, since i n t e r -
pretations of i t would be used to contrive r e l a t i v i t i e s and relationships 
between jobs, as w e l l as regulating relationships between individuals and 
w i t h i n groups of individuals, would require statements on the guiding s p i r i t 
behind t h i s (the job design) a c t i v i t y . Thus t o the above series of 6 points, 
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comprising what i s required, i s added the following, seventh: 
7. The issue of job design policy statement 
which would serve t o f a c i l i t a t e the accomplishment of the other s i x . 
Note, however, that although the author sees the necessity f o r item 7 
above, the p a r t i c u l a r concept was not researched either i n the study reported 
i n t h i s chapter or i n any of the studies reported p r i o r t o t h i s . Seeking the 
necessity of some governing or guiding p r i n c i p l e f o r the job design policy 
statement, i n f a c t , led t o the research reported i n the next chapter (Chapter 
11). 
However, before moving on t o the next chapter a b r i e f discussion on the 
material and method of heuristics i s presented. This discussion w i l l , moreover 
from another perspective, touch on the d i e l e c t i c - discussion conducted i n 
the next chapter. 
10.7.2. An appraisal of the concept of heuristics and the reasons f o r follow-
ing the pa r t i c u l a r technique 
I t may sound t r i t e , but i t i s sometimes worthwhile, to state the obvious; 
especially when the obvious has been derived empirically and ex i s t i n g theory i s 
(or at least certain strands w i t h i n the relevant section's are) at odds wi t h 
what t o some may appear obvious. 
The data from the study reported i n t h i s chapter would support the 
following three contentions: 
1. Preferences are statements of l i k e s and d i s l i k e s (what people want and 
what they would rather avoid). 
2. Satisfaction i s stated i n terms of whether or not a and the degree to 
which, the sub.ject i s successful i n getting what he wants and avoiding 
what he d i s l i k e s . 
3. Dissatisfaction i s more l i k e l y t o be stated i n terms of the causes 
(situations and reasons) which prevent successful experience of 
s a t i s f a c t i o n . 
The f i r s t of the above three l i s t e d statements i s a premise and the other 
two are conclusions from analysis of the data. Thus job d i s s a t i s f a c t i o n 
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remains the opposite of job s a t i s f a c t i o n , only the frame of reference i n the 
a r t i c u l a t i o n of these i s d i f f e r e n t ; while s a t i s f a c t i o n i s related d i r e c t l y t o 
the desired product, d i s s a t i s f a c t i o n i s related, w i t h i n the means and end 
chain, t o the 'causes % as perceived by the narrator. 
The primary data of Herzberg et a l (1959), of Starcevich (1972) and Locke 
and Whiting (1974) would support the two conclusions stated above. 
The acceptance of the above conclusions also leads t o plausible explana-
tions f o r how certain variables (those with a negative social bias) may be 
conflated (with those either free of t h i s social stigma or having connotations 
which are s o c i a l l y fashionable), with certain other narratives of s a t i s f a c t i o n 
and d i s s a t i s f a c t i o n . 
The social norm that people should not overtly express too much inte r e s t 
i n the accumulation of material rewards i s discussed by Pellegrin and Coates 
(1956) and Herzberg et a l (1959)° The l a t t e r researchers i n fa c t comment on how 
the 'unmentionability' of money can be a problem i n research. They w r i t e : 
"When the person taking a t e s t comes from a group i n which i t i s impolite 
t o value money highly, he would be u n l i k e l y t o rank wages high even i f 
t h i s were of great importance i n determining his morale". 
Now consider an in d i v i d u a l who 'believes himself t o be underpaid. The heuristics 
study data indicates the predeterminants of salary and benefits t o be advance-
ment and recognition. Conclusions from the heuristics study would suggest that 
the above mentioned i n d i v i d u a l would, more l i k e l y than not, a r t i c u l a t e his 
di s s a t i s f a c t i o n with salary i n terms of recognition and advancement. Now, add 
to i t the unmentionability of money syndrome. Taking t h i s i n t o consideration 
i t would be even more l i k e l y that the d i s s a t i s f a c t i o n i s a r t i c u l a t e d i n terms 
of the more s o c i a l l y acceptable predeterminants of salary and benefits. 
Now consider another i n d i v i d u a l , equally motivated by money, but who i s 
s a t i s f i e d with the l e v e l at which he i s receiving i t . An implication from the 
heu r i s t i c study data would be th a t , more l i k e l y than not, the s i t u a t i o n of 
sat i s f a c t i o n with money w i l l have been reached through f i r s t acquiring the 
requisite levels of recognition and advancement. Thus, s a t i s f a c t i o n with 
money could, with equal f a c i l i t y , be stated i n terms of s a t i s f a c t i o n with these 
l a t t e r mentioned but predetermining concepts. 
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The considerations discussed above point to p o s s i b i l i t i e s of how the 
soc i a l u n d e s i r a b i l i t y (or d e s i r a b i l i t y ) of a construct could conflate i t s 
contextual importance with those constructs predetermining i t , or even possibly 
w i t h those constructs that i t predetermines. 
From the study of heuristics reported i n t h i s chapter, a legitimate con-
clusion would be that such studies appear to offer the p o t e n t i a l of furthering 
research in t o areas where constructs have social connotations, which would 
otherwise make them d i f f i c u l t t o beresearched. 
Can one man motivate another? 
Suppose Mr. A has a certain' amount of work, of a specific type, which 
he would l i k e done. Consider the following two ways i n which i t could be accom-
plished: 
Method 1: Mr. B i s offered £10,00 t o do i t , and he refuses. The 
o f f e r raised t o £20.00 i s also refused| but when the o f f e r 
i s f u r t h e r raised t o £30.00 i t i s accepted and the work i s done. 
Method 2: An e l e c t r i c a l machine f o r doing i t i s available: pressing the 
st a r t e r button, i s a l l that i s required f o r the work t o be 
fin i s h e d . 
Thus, the work can bedone by either method. However, can i t be said of Method 
1, that Mr. A motivated Mr. B i n t o doing i t ? A convincing argument t o make t h i s 
assertion would be d i f f i c u l t , and the acceptance of i t would be based more on 
f a i t h or r e l y on d e f i n i t i o n s of terms. The explanation of what transpired 
between Messrs. A andB i n terms of i n d i v i d u a l heuristics would however be more 
straightforward. 
Interpretations along the heuristics standpoint would suggest that Mr. B 
must have had the money motive, at either the primary or, more l i k e l y , t h e 
secondary l e v e l . The actions of Mr. A would simply be regarded as tapping* 
Mr. B's heuristics u n t i l a point was reached vjhere the money being offered 
met the motive need ( f o r primary motive) or provided the f a c i l i t a t i v e power 
( f o r secondary motive) acceptable f o r Mr. B's purposes. 
The acceptance of the above i n t e r p r e t a t i o n leads to the conclusion that 
one person cannot 'motivate' another. Through, intervention i n h e u r i s t i c s , 
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one man can, however, get another t o do something. 
Note that the incident narrated at the s t a r t of t h i s section was of the 
'short-time' type. The interpretations drawn would also thus be applicable 
over the short-time interchanges. Over longer periods of time, whether motiva-
t i o n can be created i s a d i f f e r e n t proposition, and would not be w i t h i n the 
thesis remit (see Chapter 2 f o r Nature and Nurture argument). 
Support fo r the above contention comes from Morse (1973) who writes: 
"Our research points out that managers i n general can have a great deal 
of influence on the motivation of individuals i n the organisation. A 
manager can t r u l y manage motivation. Analysis of our data suggests that 
a manager manages motivation by ensuring that individuals perceive that 
the attainment of personally important and valued rewards i s highly 
probable i n the work place". 
I n other words motivation can neither be created nor enhanced; i t can, neverthe' 
less, be managed. The management of motivation, drawing from Morse but getting 
i t i n the context of h e u r i s t i c s , would involve recognition and acceptance of 
the individual's own motives and proposing a strategy acceptable to him whereby 
he achieves his goals through achieving the organisational goals. 
From the foregoing i t could therefore be surmised that the study of i n d i -
vidual's heuristics may have something substantial to o f f e r . 
Some references t o the need of studies i n heuristics were given i n the 
introduction to t h i s chapter. The unexplored nature of t h i s area and the need 
fo r research i s also r e f l e c t e d i n the following quotation from Hall (1976): 
"Do most managers aspire t o the same goals i n an organisation, but 
perceive d i f f e r e n t pathways to t h e i r attainment? or do managers 
d i f f e r regarding the reason they work and then employ practices 
best suited t o a t t a i n these d i f f e r e n t objectives"? 
Reported research on motivation has, u n t i l now, addressed i t s e l f t o the second 
part of the above quoted statement, and s p e c i f i c a l l y t o the substantive rather 
than the process part of i t . For what managers do, or for that matter anybody 
does, t o achieve t h e i r desired goals i s not w e l l reported except i n the form 
of case studies by those taking the anthropological perspective (e.g. Dalton 
(1959)). 
The inadequacy of a t t i t u d i n a l studies f o r understanding, and thereby 
a f f e c t i n g , behaviour has been reported by many, e.g. Moore (1954) and Baehr 
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(1958)• Baehr, f o r example, writes: 
" , o .. the employee does not generally view his environment i n a way i n 
which a questionnaire or survey usually present his views, i . e . as a set 
of d i s t i n c t and separate opinions »... the employee i s not a hedonistic 
calculating machine who registers "plus one" f o r every specific s a t i s f a c -
t i o n that he gains from the work environment and a "minus one" for each 
diss a t i s f a c t i o n - His views as expressed through a questionnaire are but 
fragments of broader, more complex patterns of a t t i t u d e s . I t i s essential, 
therefore, that there be a w e l l defined rationale t o assist the i n t e r -
preter i n piecing together the d i f f e r e n t opinions expressed by employees 
i n t o the complex of attitudes which characterise the way employees f e e l 
about the work environment"o 
I t was the author's decision that although the area was t o t a l l y unexplored, 
results from w i t h i n t h i s area could further his job design work that prompted 
the study of heuristics reported i n t h i s chapter. 
The decision t o explore t h i s uncharted area led t o search f o r data analysis 
methods that could be exploited. This search and i t s outcomes w i l l now be 
b r i e f l y presented. 
Some of the reported studies on association between variables use correla-
t i o n a l analysis. The type of variables under scrutiny i n social sciences, 
nevertheless, do not easily lend themselves t o c o r r e l a t i o n a l analysis. For 
example, Argyris (1957) questions correlates of the type where the effe c t of 
one i s i m p l i c i t i n the other. While deriving a model of analysis he developed 
f o r his research i n a bank, Argyris w r i t e s : 
" ( . . ) question can be raised about the practice whereby researchers 
correlate employee attitudes t o , l e t us say, production records. 
According t o our model the actual production of the bank i s highly 
influenced by the morale process. The production figures therefore 
actually contain w i t h i n them the impact of the morale process; they 
are p a r t i a l l y caused by t h i s process. The v a l i d i t y of the c o r r e l a t i o n 
under these conditions i s questionable, since the two variable correlates 
are not discreet". 
Pure c o r r e l a t i o n a l studies on variables known, on prime facie grounds, t o be 
related could be regarded as methodologically unsound. 
The method of h i e r a r c h i c a l linkage analysis (see McQuitty (1960)), although 
based on correlations, offers the p o s s i b i l i t y of investigating linkages between 
variables. However, i t s main use appears t o be i n the area of typologies. 
Recently the use of the bivariate c o r r e l a t i o n model i n social science 
research has been discarded i n favour of process models. This s h i f t i n usage, 
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as w e l l as the inadequacy of s t a t i c correlations i s brought t o notice i n the 
comment from G r i f f i n s (1977): 
"Psychological and sociological l i t e r a t u r e i s replete with research 
documenting the bivariate association between an indicator and i t s 
determinants".... However, l i t t l e e f f o r t has been devoted t o 
explicating the causal process leading t o psychological success i n 
work organisation. Recognising t h i s organisational researchers have, 
i n recent years, turned to correlational-causal analysis i n an attempt 
to f u r t h e r the understanding of psychological success as a process, 
that i s , as a network of simultaneous causal relationships". 
Cross-lag analysis and Path Analysis are two techniques applied i n process 
analysis. However, the l i m i t a t i o n s of the a p p l i c a b i l i t y of these t o social 
data i s pointed by Cook and Campbell (1976) and Hilton (1972). Cross-lag 
technique of analysis i s , according t o Cook and Campbell, able t o answer 
questions of the type: 
" I s A stronger than B than B i s than A? " 
I t i s not able t o answer the question: 
"Does a change i n A cause a change i n B?" 
Thus, although the model of analysis i s dynamic, the inference domain i s s t a t i c l 
Similar inference could be drawn, regarding the path analysis technique, 
from the review by H i l t o n (1972). 
A review of the type presented above led the author t o devising the method 
that was used i n the study and has been documented i n the main body of the 
chapter. I t i s based on graph theory, i s simple and served the author's 
research purpose. 
In t h e i r discussion on methodologies, and s p e c i f i c a l l y the f i n a l choice of 
methodology used, Lawrence and Kotter (1974)> with respect t o a specific piece 
of t h e i r own research, have the following t o say: 
"As a resul t of our h i s t o r i e s and s o c i a l i s a t i o n patterns, we tend t o 
place a higher value on 'usefulness' and 'innovation' of our research 
and a lower value on i t s methodological 'cleanness' (how w e l l i t 
follows e x i s t i n g standards), than do many of our academic colleagues. 
We are quite aware of the consequences of research guided by these 
values. Such research often obscures the incremental orderly 
development of knowledge i n some areas, and i t wastes resources. 
On the other hand, i t also leads t o innovation and s i g n i f icant 
increases i n applicable i n s i g h t " . 
The f o r c e f u l a r t i c u l a t i o n i n favour of acceptance of innovative methodologies 
implied i n the above quotation the author would have d i f f i c u l t y t o improve uponj 
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so he leaves the matter here. 
I t has e a r l i e r been suggested that the area covered under the heuristics 
t i t l e i s new; the diagram of Figure 10„43 places t h i s new area i n the.context 
of other theories relevant t o job design. Thus, i t i s the author's b e l i e f 
t h a t studies i n he u r i s t i c s could be regarded as the 'missing l i n k ' f o r job 
design theories. 
Job design 
Work Heuristics Organisation 
L _ : -a _ _ _ — ] behaviour 
Motivation 
process 
motivation 
(contact) 
Nature of work 
Nature of man 
Figure 1 0 e 4 3 : Study of Heuristics: The missing l i n k 
Chapter 11 
#53. 
CHAPTER I I 
JOB BALANCES: JOB DESIGN AS AN ARBITRAGE PROCESS 
Introduction 
I n t h i s chapter the author presents the theory of job design b u i l t by 
him during the course of his research. I t i s a contingent theory. 
The l i t e r a t u r e which helped evolve the author's conclusions which culmina-
ted i n the theory makes fascinating reading. However, the material presented 
herein owes nought t o catching and gripping the author's at t e n t i o n but t o the 
fact that i t i s d i r e c t l y relevant t o showing the l o g i c a l b u i l d up of the 
arguments - the reasoning - which led t o the suggestions r e s u l t i n g from t h i s 
evidence. Thus f o r the purpose of showing evaluation, o r i g i n a l or source 
material going back some half a century i s included i n the discussion. 
The way the design of a job i s manipulated depends on the purpose of 
manipulation; these two aspects, the way and the purpose, together determine 
the nature of job design. By focussing on the rationale of job design, t h i s 
chapter does deal with the nature of job design. 
Conceptually the chapter has a trichotomous structure, with the following 
components: 
1. Important concepts that have been seeded i n the foregoing chapters but 
which f o r the purpose of theory exposition are pulled together, along 
with some new evidence, from l i t e r a t u r e , bearing on the perspective. 
2. The theory developed by the author and the f a c i l i t a t i v e requirements f o r 
application of theory w i t h i n organisational s e t t i n g . This theory w i l l be 
referred t o as the theory of job balances. 
3« A contrast i n the rationales between, on one side, the job balances theory, 
and on the other side as deductively arrived by the author from the other 
theories of job design which were themselves presented i n Chapter 5» 
The eight sections w i t h i n t h i s chapter are: 
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11.1 The necessity f o r balancing the job 
11.2 Satisfaction emerging from the performance-reward equilibrium 
11.3 The concept of rewards 
11.4 Equity as a basis f o r performance-reward equilibrium 
11.5 The wholistic theory rationale f o r job design: equity, 
effectiveness and e f f i c i e n c y 
11.6 The concept of resources 
11.7 F a c i l i t a t i v e requirements of the job balances theory 
11.8 The new rationale contrasted with rationale reported i n 
l i t e r a t u r e and evidenced i n data from studies reported 
i n Chapters 6, 7 and 9 
These eight sections f i t i n t p the trichotomous structure as follows: 
1. 
2. 
3-
Sections 1, 2, 3 and 4 
Sections 5, 6 and 7 
Section 8 
8 5 5 -
1 1 . 1 . The necessity f o r balancing the .job 
Greene ( 1 9 7 3 ) reporting his investigation on the "causal connections among 
managers' merit pay, job s a t i s f a c t i o n and performance" started the a r t i c l e 
with the following t e x t : 
"The relationship between job s a t i s f a c t i o n and performance contributes 
ixcij-'i^ uno J I I W O o p i vyv u ^ a o x v o a l c a ^x o u uu^ u v u u u n i x i i g u c i i a v X>JUJ. 
i n d u s t r i a l organisation. Four decades have elapsed since the i n i t i a l 
i nvestigation by Kornhauser and Sharp ( 1 9 3 2 ) , yet interest i n t h i s 
subject by both practitioners and researchers has grown. This growing 
interest has occurred i n spite of Brayfield and Crocket's (1955) 
conclusion t h a t , 'there i s l i t t l e evidence i n the available l i t e r a t u r e 
that employee attitudes .... bear any simple - or, for that matter, 
appreciable - relati o n s h i p to. performance on the job'". 
Brayfield and Crocket ( 1 9 5 5 ) * reference t o whose work i s made i n the above 
quotation, themselves draw on the work of Kornhauser and Sharp and, as a matter 
of f a c t , refer to these e a r l i e r researchers work as having, " i n i t i a t e d research 
i n t h i s area of i n d u s t r i a l psychology". 
Kornhauser and Sharp's ( 1 9 2 2 ) o v e r a l l , and o f t quoted, conclusions were: 
eff i c i e n c y ratings of employees showed no relationship t o t h e i r 
a t t i t u d e s " . 
The formulation of the above statement i n terms currently i n use, and as e v i -
denced from the Greene quotation given above, would be: 
'Production and s a t i s f a c t i o n are unrelated'. 
However, the substantive argument of t h i s section i s based upon the 
passage, i n the Kornhauser and Sharp report, which starts at the very next 
sentence following the above quotation therefrom. The import of t h i s passage 
l i e s i n that i t not only depicts the s i t u a t i o n extant, which p a r t l y led t o the 
above conclusion, but also shows the probable causes which created, i n the 
f i r s t instance, the s i t u a t i o n observed. Here, then, i s that passage, s p l i t 
i n t o two t o f a c i l i t a t e discussion. 
1 . "However, i n one group of 2 0 g i r l s f o r whom we had comparable output 
records, three of the four with most unfavourable attitudes were f i r s t , 
second and four t h i n production and the most favourable were near the 
bottom i n production". 
2 . "The d i s s a t i s f a c t i o n on the part of some of the best workers probably 
r e f l e c t s t h e i r feeling that they were not properly rewarded r e l a t i v e t o 
8 5 6 o 
poorer workers. A l l were paid a f l a t hourly rate. The same explanation 
accounts f o r the results i n the entire m i l l , i n answer to the question; 
'Should some g i r l s be paid more than others on the basis of good work 
and good records?' Of those with high efficiency r a t i n g 6 4 per cent 
said, "Tes,"while only 2 5 per cent of those with low r a t i n g answered 
"Yes". 
Figure 1 1 . 1 i s a tabular representation of the data describing the 
si t u a t i o n i n the f i r s t part of the quoted passage,, Cell values indicate 
frequencies of occurrence0 
Row 
t o t a l s 
Organisational s a t i s f a c t i o n 
High Low 
2 - 2 High 
? ? ? Indi v i d u a l 
h 3 1 Low s a t i s f a c t i o n 
2 0 3 + ? 3 + ? Column t o t a l s 
Figure l i d : Occurrence of organisational and i n d i v i d u a l 
s a t i s f a c t i o n from Kornhauser and Sharp data 
Data of Figure l i d shows 1 0 $ cases t o have 'low production and high 
s a t i s f a c t i o n ' and 1 5 $ to have 'high production and low sa t i s f a c t i o n ' o 
I n the second part of the passage, the cause of d i s s a t i s f a c t i o n i s alluded 
t o be the lack of relationship between performance and reward. On a majority-
consensus the suggestion f o r the creation of an equilibrium between performance 
and reward received acceptance (nearly 2 / 3 f o r and. l / 3 against). Therefore, 
i t could be said that d i s s a t i s f a c t i o n could have been reduced were steps taken 
to contrive t h i s performance-rewards balance. 
Bnphasis have been added t o the word 'reduced' i n the above t e x t f o r two 
reasons, the f i r s t of which has t o do with the fact that 1 / 3 of the polled 
population did vote against the creation of t h i s performance-reward balance 
and, secondly, because a l a t t e r researcher, Greenberg ( 1 9 7 7 ) * from his data on 
performance-reward balances- was led t o conclude that certain types of people; 
"v.... welcomed the unearned rewards". 
Greenberg's conclusions would suggest that i n situations of the type 
described by Kornhauser and Sharp, where the assurance of s a t i s f a c t i o n and 
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d i s s a t i s f a c t i o n are relateable t o rewards, the contrivance of the balance 
between performance and reward, by adversely a f f e c t i n g those who were previously 
receiving rewards above the l e v e l j u s t i f i e d by t h e i r performance, would be 
capable of creating d i s s a t i s f a c t i o n 0 
The zero sum game - but not an e f f i c i e n t way of operating6 
The considerations of the foregoing paragraph lead t o consideration of 
the possible effects of creating a performance^reward contingency. 
For the organisation the law of averages comes i n t o e f f e c t ; the organisa-
t i o n pays above the deserved amount i n some instances, and pays less than the 
deserved amount i n some other instanceso An alternative formulation of the 
above would be that the organisation gains something on some, and loses some-
thing on certain other individual/organisation interfaces. The sum of the gain 
and loss, of course, goes i n t o the un i t product cost and thereby f o r the organ-
i s a t i o n the loss and gain tend t o balance outc Similarly, the averaging of the 
measures on the s a t i s f a c t i o n - d i s s a t i s f a c t i o n investigations would also produce 
a zero sum. 
However and not withstanding the zero sum effects f o r the organisation, 
f o r i n d i v i d u a l s , i<>eo specific persons, the law of averages i s meaningless 
where the performance-reward equilibrium does not holds those applying them-
selves t o render superior performance are rewarded below what they deserve and 
those producing low, get above what they deserve. 
I n Chapter 4 research results indicating that d i s s a t i s f i e d people, outside 
circumstances permitting, would l i k e l y leave, were presented. S a t i s f i e d 
workers, on the other hand, tend t o stay on; and t h i s whether or not the 
organisation i s s a t i s f i e d with t h e i r performance. For example, Grew ( 1 9 6 4 ) 
writes: 
" o o o o many s a t i s f i e d workers are t o be found i n the employment of 
only p a r t i a l l y s a t i s f i e d employers". 
So, what may appear to be 'zero sum* effect f o r the organisation may 
eventually lead t o a s i t u a t i o n where the good performers leave but the under 
performers stay on. Under performers having s a t i s f a c t i o n would be l i k e l y t o 
stay on because, according to Mobly 
Thus, i n organisations which do not 
performance and rewards, eventually 
norm., 
8 5 8„ 
( 1 9 7 7 ) outside they would be worse o f f . 
attempt t o create a balance between 
under-performance i s l i k e l y t o become a 
U o 2 o Satisfaction emerging from the performance-re-wards equilibrium: 
evidence and implications 
Campbell et a l ( 1 9 7 0 ) discussing the absence of relationship between 
sa t i s f a c t i o n and performance wrote: 
"Job s a t i s f a c t i o n need have no direct l i n k with e f f o r t or performance.. 
Job s a t i s f a c t i o n r e f l e c t s feelings about f i r s t l e v e l outcomes, or rewards, 
but rewards need not be contingent on behaviour, at least performance-
related behaviour. Thus i f rewards are not related t o performance, job 
sa t i s f a c t i o n w i l l not be related t o performance. We think t h i s i s 
reason enough f o r the preponderance of few relationships that have been 
found i n most studies that have attempted t o correlate job s a t i s f a c t i o n 
and prod u c t i v i t y . ...o we should add, however, that previous research on 
t h i s relationship has dealt with non-managerial subjects. I f rewards 
are more contingent on performance for managerial jobs, we might expect 
si g n i f i c a n t correlations". 
There are two1 hypotheses i n the above quoted t e x t . The second of these - the 
one related s p e c i f i c a l l y t o managerial position - i s not supported by evidence 
from Lawler ( 1 9 6 6 ) , who on the basis of a study s p e c i f i c a l l y directed at the 
t o p i c found managerial performance not to be linked t o job remuneration either. 
Support f o r the f i r s t hypothesis comes from Cherrington, Reitz and Scott 
( 1 9 7 1 ) , who i n an experimental s i t u a t i o n rewarded subjects either randomly, 
appropriately or inappropriately. The relationships f o r performance-satisfactior 
were: 
( i ) appropriate reward: positive s a t i s f a c t i o n c o r r e l a t i o n 
( i i ) inappropriate reward: negative s a t i s f a c t i o n c o r r e l a t i o n 
( i i i ) random reward: zero correlation 
Ergo, no causal inference; by manipulating the performance and reward contin-
gencies any c o r r e l a t i o n a l correspondence can be induced f o r the data as a whole; 
but when viewed with appropriate and inappropriate reinforcements the results 
speak f o r themselves. 
Kesselman, Wood and Hagen ( 1 9 7 4 ) following a somewhat d i f f e r e n t methodology 
could not arrive at results supportive of Cherrington et al» The results of 
Kesselman et a l are, however, inconclusive due t o confounding of two d i s t i n c t 
reward systems that were i n use during the course of t h e i r study. I t should be 
pointed out that while the Cherrington et a l study was a laboratory set-up, the 
Kesselman et a l study was an attempt at f i e l d r e p l i c a t i o n . Control over 
overlapping reward systems proved unsurmountable f o r Kesselman et a l . 
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Jacob and Solmon ( 1 9 7 7 ) took up the challenge t o t e s t whether Cherrington 
et a l results could be replicated i n a better controlled f i e l d study than was 
possible i n the Kesselman study. Their findings give non-equivocal support 
t o the Cherrington proposition. Jacob and Solmon w r i t e : 
"The moderating effect of performance t o rewards contingency as advanced 
by Cherrington et a l ( 1 9 7 1 ) was shown t o s i g n i f i c a n t l y increase the 
observed covariance of s a t i s f a c t i o n and performance". 
The egg or the chicken 
Wanous (1974A) reports i n t r i n s i c s a t i s f a c t i o n t o be the resultant of 
performance, and ex t r i n s i c s a t i s f a c t i o n t o be the predeterminant of performance. 
The standpoint i s i l l u s t r a t e d i n the diagram of Figure 11.2. Organ ( 1 9 7 7 ) 
attempts an explanation of how sa t i s f a c t i o n may lead t o improved performance. 
^^~~~'*"~ i n ^ r i n s i c 
s a t i s f a c t i o n ' performance 
ex t r i n s i c *— 
Figure 11.2: Relationship between performance and s a t i s f a c t i o n 
The proposition of Organ could be put as follows: the receiver (of rewards) 
seeks t o reciprocate and the mode adapted leads t o increments i n performance. 
However true the proposition i n specific cases might be, the argument f o r 
i t s t o t a l acceptance would be repudiated by the data presented i n the foregoing 
subsection which showed people who were s a t i s f i e d not t o have reciprocated by 
rendering acceptable performance. Further, also mentioned i n the l a s t section, 
the standpoint of Greenberg ( 1 9 7 7 ) suggests that certain people g l e e f u l l y take 
unearned rewards and these might not reciprocate. 
Deductively, from the results of Wanousfs report, i t could be hypothesised 
t h a t f o r jobs which are high on i n t r i n s i c properties,satisfaction and performance 
would be that much higher than f o r jobs low on i n t r i n s i c properties. Such a 
hypothesis was tested by Baird ( 1 9 7 6 ) but data did not support the predicted 
d i r e c t i o n a l i t y . Rather jobs low on i n t r i n s i c properties generated positive 
correlations. 
Green ( 1 9 7 3 ) from his f i e l d study, i n which manipulation of variables was 
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involved, came t o the conclusion that s a t i s f a c t i o n was an effect and not a 
cause of performance, and further that merit pay not only caused s a t i s f a c t i o n 
but that i t increased the performance and rewards correlation., Greene's 
results, based on the manipulation of the rewards variable, are convincing.. 
From the foregoing,the conclusion would be that the controversy as to 
whether- performance begets s a t i s f a c t i o n , or whether the relation s h i p i s the 
other way round, i s by no means over - the research results are equivocal* 
From the job design t h e o r e t i c a l standpoint, the nature of the above d i s -
cussed underlying relationships are not of import; t h e i r importance l i e s i n 
application considerations, which w i l l be discussed shortly. For the moment, 
from the t h e o r e t i c a l standpoint only the existence of the balance i s necesbary. 
The necessity of t h i s balance i s a r t i c u l a t e d very strongly i n the plea by 
Porter and Lawler (1968A): 
"The f i r s t step i n understanding t h i s subject i s t o stop putting the 
sa t i s f a c t i o n cart before the performance horse, so t o speak. I t appears 
wiser t o think of job s a t i s f a c t i o n as something that i s l i k e l y t o result 
from performance behaviour rather than as a cause of good or bad 
performance". 
The knowledge of the d i r e c t i o n a l i t y of the relationship between performance 
and s a t i s f a c t i o n would be of value i n the s i t u a t i o n t o be discussed now. 
In the preceding section ( l i d ) was presented f i e l d study data which showed 
frequency cross tabulations of s a t i s f a c t i o n (low and high) against performance 
(low and high), i n the absence of performance-rewards balance. Figure 11.3 
i s an outline representation of the data then discussed; the small l e t t e r s , p, 
q, r and s, enclosed i n c i r c l e s , represent the frequency of the occurrence of 
the incidences depicted; the cell s containing these frequencies w i l l be referen-
ced by c a p i t a l l e t t e r s P, Q, R and S respectively. 
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Organisational s a t i s f a c t i o n 
High Low 
Individual 
s a t i s f a c t i o n 
Figure 11.3: Analytic framework f o r s a t i s f a c t i o n (organisation and i n d i v i d u a l ) 
i n the absence of performance-reward balance 
The subject under discussion i s the probable movement of frequency counts 
between the c e l l s P, Q, R and S, following the contrivance of a performance-
rewards balance. 
From the results of the c o r r e l a t i o n a l studies, reported e a r l i e r i n t h i s 
subsection, i t can be predicted that the frequencies i n c e i l s R and Q w i l l 
diminish w i t h cases formerly therein moving towards the l i n e j o i n i n g P and'^ S, 
i e . going i n t o c e l l s P and So 
From the t h e o r e t i c a l standpoint of balance at the individual/organisation 
interface, the movement whether i n t o P or i n t o S i s undi f f e r e n t i a t e d , i 0 e 0 i t 
matters nought whether a p a r t i c u l a r case moves i n t o c e l l P or i n t o S. 
However, from a p r a c t i c a l viewpoint, higher incidences i n S following 
adoption of performance-reward balance could be" looked upon as a negative 
side-effecto With regard to t h i s possible side-effect, drawing from the research 
of Hegarty and Sims (1978), i t could be suggested t h a t , at least f o r some cases, 
t h i s would be a transient phase: these individuals would b u i l d a l t e r n a t i v e 
h e u r i s t i c s to get what they want. The al t e r n a t i v e h e u r i s t i c s could also depend 
upon the p o s s i b i l i t i e s available w i t h i n the effort-performance balance 
(Section H o 5 ) o And herein l i e s the importance of the inner balances. 
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1 1 . 3 • The Concept of rewards 
Job design determines both the kinds of rewards available and what the 
in d i v i d u a l must do to obtain the rewards (Buchanan ( 1 9 7 9 ) ) • However, i n the 
discussion so f a r rewards have been l e f t undifferentiated. Under t h i s heading 
i s a b r i e f discussion on how d i f f e r e n t rewards could be incorporated i n t o 
organisational policy on job design. 
Porter and Lawler ( 1 9 6 8 ) wrote that , the influencing power of the 
rewards depends upon: 
the value the receiver places on i t . I n e f f e c t , rewards that the 
company considers highly positive inducement may not be so regarded by 
many of the persons receiving.them. Yet how many times do companies 
check t h i s out". 
Thus, to help the i n d i v i d u a l t o b u i l d a personally satisfactory and successful 
set of heuristics organisational recognition of in d i v i d u a l preferences i n 
rewards i s necessary. Thierry ( 1 9 7 8 ) has defined an operational way i n which 
each i n d i v i d u a l can, w i t h i n l i m i t s on the t o t a l compensation, choose from a 
'manner* of rewards which individuals themselves have e a r l i e r defined. Thierry-
opines: 
" I t h i n k i t i s quite possible t o l e t every i n d i v i d u a l determine what 
proportion of his income he or she would l i k e to receive i n sheer cash. 
The rest could be paid i n terms of other benefits such as improved 
pension, e a r l i e r retirement, longer holidays, or more insurance, 
according t o personal needs and i n d i v i d u a l factors, such as age and 
the effe c t on personal tax. I n t h i s way, an employee would get the 
benefits he personally prefers and, equally important, would avoid 
ge t t i n g what he does not want". 
That such a complex looking scheme i s manageable, a l b e i t through computerisation, 
i s evident from that fact that some organisations have already adopted i t . 
I n areas where rewards are i n t e r l i n k e d , as i n the case of recognition lead-
ing t o promotion leading t o higher pay, i t may be necessary to apply some 
standardised procedures f o r choosing candidates. Read the case presented i n 
Chapter 4* whre promotional po l i c i e s i n two departments were at variance. 
Knowledge of the c r i t e r i a used f o r awarding such rewards could help competing 
candidates to come to terms with the decisions madej moreover, the development 
of the c r i t e r i a through group p a r t i c i p a t i o n could lead t o t h e i r greater 
acceptance than otherwise, i . e . imposed c r i t e r i a . 
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l l o 4 < > Equity as a, basis of performance-rewards equilibrium 
The suggestion that job design should attempt t o contrive a performance-
rewards equilibrium requires some elaboration on what could be involved i n any 
attempt t o do so. Of help here i s the standpoint of equity. The dictionary 
d e f i n i t i o n (Oxford ( 1 9 6 0 ) ) of equity i s : 
"fairness; resource t o principles of j u s t i c e t o correct or supplement 
law co-existing with and superseding common and statute law". 
Thus, application of equity involves a comparison, which cquld be of the 
following types: 
( i ) what i s - what should be 
( i i ) what happened - given a s i t u a t i o n 
From the concept of equity Festinger ( 1 9 5 7 ) developed the theory of social 
comparison, which i s often regarded as a theory of motivation (see Campbell et 
a l ( 1 9 7 0 ) ) . Jacques ( l 9 6 l ) notion of 'equitable pay? and Cameron's ( 1 9 7 6 ) 
concept of ' f e l t f a i r pay' both derivable from Festinger's theory, have aroused 
a f a i r b i t of interest i n recent years. 
However, the concept of equity was used much e a r l i e r by Fayol ( I 9 1 5 / l 9 7 7 ) > 
as a basis f o r one of his principles of management. 
The modern formulation of equity, especially with reference t o remunera-
t i o n (see Adams ( 1 9 6 3 ) and Pritchard et a l ( 1 9 7 2 ) ) i s based on the following 
three comparisons: 
1 . Individual's own yardsticks f o r evaluating the worth of his own contribu-
t i o n . Here the comparison i s i n terms of what he thinks the organisation 
gains from his work, and i n terms of how w e l l he thinks the others might 
handle the job currently performed by him. 
2 . What the i n d i v i d u a l thinks others w i t h i n the organisation producing similar 
outputs receive f o r t h e i r contribution. 
3 . Rewards given by other organisations f o r essentially the same work. 
Money i s often a concommitant of such factors as status, r e s p o n s i b i l i t y , 
success, independence or security (Handy ( 1 9 7 6 ) ) , but while these l a t t e r 
factors may not be d i r e c t l y measurable,, money i s . On account of measurability 
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of money, and therefore p o s s i b i l i t i e s of direct comparison which leads t o 
determination of r e l a t i v i t i e s , Spillane ( 1 9 7 3 ) writes: 
"Salary may be a stronger motivating force than had generally been' 
acknowledged i n recent writings".. 
The fa c t that the notion of equitable rewards i s based on a comparison while 
lending i t i n t r i n s i c merit could also cause any award making scheme d i f f i c u l t 
t o run. The d i f f i c u l t y , i n the words of Locke ( 1 9 7 6 ) , would arise because: 
the concept of equity i s so loose that i t allows f o r enormous 
variations i n i n d i v i d u a l i n t e r p r e t a t i o n , f o r example, i n the natu re 
of reference groups used f o r comparison, i n par t i c u l a r aspects of 
equity t o be considered, etc. Thus i t i s very easy f o r an i n d i v i d u a l 
t o switch his standard of equity i n such a way as to always give 
himself the highest possible l e v e l of 'equitable' payment. I t i s 
especially easy t o j u s t i f y 'overpayment' by fi n d i n g some other person 
or group who i s equally highly paid and who i s comparable i n some ways 
to oneself". 
Locke's analysis suggests that f o r successful functioning of an equity 
based award scheme, p r i o r agreements on acceptable comparisons may be necessary. 
Thus, f o r devising the scheme as w e l l as running i t , the p a r t i c i p a t i o n and 
consent of those governed by i t may be necessary. 
866. 
11.5* Job balances rationale f o r .job design: equity, effectiveness, 
ef f i c i e n c y and sufficiency 
I n Chapter 1 a job i s defined as an individual/organisation interface contrived 
t o beget gains f o r the two parties. 
Building on Chapter 2, the process of designing jobs should consider a job held 
by an i n d i v i d u a l , at any time, as a point i n a career; implication thereof 
would be recognition of part learning and the need t o prepare f o r future 
assignments. 
Building on Chapter h, the process of job design should give cognisance to 
both the immediate needs of the organisation as w e l l as i t s future expected 
needs. 
I n Chapter 6 were presented the three measures on the q u a l i t y of the design of 
the job. For situations presented during the discussion i n t h i s section, 
where i t i s necessary to know wholistic theory perspective on whether the 
s i t u a t i o n depicts a deficiency i n design,these measures act as references. 
Reiterating the concept of the qu a l i t y of the design of the job, a job would 
be considered deficient i n design i f : 
1. The contribution t o organisational purpose - i s low (the organisational 
view). 
2. Job s a t i s f a c t i o n derived by position incumbent - i s low (the job holder 
view). 
3 . U t i l i s a t i o n of i n d i v i d u a l p o t e n t i a l - does not meet i n d i v i d u a l or 
organisational wishes. 
Building on Chapter ,3, the analysis of a job from the input/output perspective 
would indicate the q u a l i t a t i v e and quantitative e f f o r t required by the job 
holder to be an important consideration i n any job. 
In Chapter 8 i t has been stated that d i s s a t i s f a c t i o n arises when an individual's 
(or the organisation's) expectations are v i o l a t e d . 
From Chapter 10, reporting the study on h e u r i s t i c s , deductively, i t could be 
posited that individuals (and organisations) b u i l d heuristics f o r a r r i v i n g 
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at the outcomes desired by them, i n the l i g h t of the job contract 
e x p l i c i t l y stated as w e l l as. the norms of the milieu (both w i t h i n and 
outwith the organisation). 
I n Chapter 5 was presented the author's conceptualisation, derived from system 
theory, of a job. 
To b u i l d up the wholistic theory rationale f o r job design, a s t a r t w i l l be 
made from the diagrammatic representation of 'the job', e a r l i e r given i n 
Figure 5«1> which i s redrawn as Figure 11.4« 
Outputs Outputs o 
Job holder Organisation 
Inputs Inputs 
Figure 11.4: Conceptualisation of '.job' f o r the derived 
rationale f o r job design 
The job holder outputs (marked 1 i n the Figure 11.4) are of the 
following class/type: 
( i ) ( a ) Salary and i t s concommitant (e.g. position i n hierarchy, 
recognition,)etc. 
(b) Benefits, e.g. holidays, status, insurances, concessionary 
purchases, pensions, car, etc. 
(c) Prospects f o r the future, e.g. s k i l l s enhanced through experience; 
reputation gained i n profession, tenure. 
The job holder's inputs (marked 2 i n Figure 11.4) are the composite of 
what he brings to the job. These are of the type: 
( i ) s k i l l s , 'know-how' (valued by the i n d i v i d u a l ) 
( i i ) values and ethics 
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( i i i ) time and consent 
( i v ) personal constraints 
(v) aspirations 
The organisational inputs (marked 3 i n Figure 11.4) are of the type; 
( i ) rewards given i n recognition of contribution, both those given on 
immediate regular basis (e.g. salary, holidays) and those of the 
accruing type (e.g. pensions), 
( i i ) work (roles/duties/tasks; problems) etc. 
( i i i ) authority 
( i v ) resources f o r task accomplishment 
The organisational outputs (marked 4 i n Figure 11.4) are essentially of 
the 'value added* type, i . e . the organisational inputs to the job are converted 
by the job holder i n t o 'products'. I n specific cases theform of these products 
d i f f e r . For example, f o r a sales manager, the product could be the sales 
orders received; f o r the marketing manager the product would be support for the 
sales department; f o r the production manager the product would be the item(s) 
f o r the manufacturer or assembly of which he i s responsible; f o r the public 
relations o f f i c e r , the product would be the goodwill created or successful 
e f f o r t at preventing the public esteem from sli p p i n g ; f o r a planning or schedulin, 
o f f i c e r , the product would be the plans, or schedules prepared by him. Thus, more 
often than not, the product of the managerial job may not be d i r e c t l y saleable 
t o the public, but adds value t o organisational e f f o r t . Organisational outputs 
from the managerial job, then, are of the type: 
2.(a) Value added t o organisational purpose or resources. 
(b) The learning and s k i l l s imparted t o co-workers. 
(c) Prospect of continued service and u t i l i s a t i o n of a b i l i t i e s 
enhanced through experience. 
The rest of sub-section presents even balanceswhich the author suggests as 
important i n the design of a job. 
The purpose of .job design 
The purpose of job design w i l l now be discussed i n terms of the r e l a t i o n -
ships which i t i s necessary t o create i n the process of designing. 
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1 . Equity. The process of job design should be i n i t i a t e d i n order t o create 
a balance between the outputs enjoyed by the two parties. With reference 
t o Figure 1 1 . 4 attempts should be directed t o create a balance (equity 
based) between items marked 1 and 4« 
2 . Effectiveness. I n Chapter 4 (Section 1 3 ) effectiveness has been defined 
cxo na*v_i_i.i^ w i u i i u i i o u c g i c c uu v m x o i i o n e u c o n t?u g y a x o cu. tz j i i t i i a 
2 ( i ) . I n dividual effectiveness would be, thus, a function of the degree 
t o which the outputs received by the i n d i v i d u a l (marked 1 i n Figure 1 1 . 4 ) 
met his expectations. A purpose of job design would, therefore, be t o 
attempt t o create a balance between what the job holder expects and what 
he would equitably receive. 
2 ( i i ) . Organisational effectiveness would, s i m i l a r l y , be the degree t o 
which the outputs received by the organisation meet the organisation 
expectations. A purpose of job design would therefore be an attempt t o 
create a balance between what the organisation expects and what i t could 
equitably receive. 
The above stated purposes, based on the creation of the performance-rewards 
equilibrium, although necessary, would of, and i n themselves, not be s u f f i c i e n t . 
For, as pointed out by Hackman ( 1 9 7 8 ) , i f the job i s below-ability and 
undemanding, then the employee may even f e e l a sense of organisational control -
the rewards are there but only i f the employee behaves i n close accord w i t h 
e x p l i c i t organisational specifications. The job s i t u a t i o n i n HackmanTs words 
would be: 
the employee i s faced with contingencies that specify 'the harder 
I work, the more negative I f e e l about myself and what I'm doing, the 
more l i k e l y I am t o get t i r e d and headachy on the job, and the more 
l i k e l y I am to get praise from my superior and s i g n i f i c a n t f i n a n c i a l 
bonuses'". 
So, further necessary conditions and operational goals f o r job design, based 
on adjustment of inputs, i . e . the effort-performance equilibrium, are: 
3» I n d i v i d u a l effeciency The work allocated (the problemsto be solved or 
roles/duties/tasks assigned) to the job holder should absorb as much of 
the job holder's valued resources as t o optimise his outputs (see 
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i n d i v i d u a l effectiveness above). I n terms of Figure 1 1 . 4 the relationship 
under discussion i s based on items 1 and 2. 
4« Resource sufficiency. Given the roles/duties/tasks assigned t o the job 
holder and given his l e v e l of a b i l i t i e s and 'know-how', the organisational 
resources made available f o r task performance should be adjusted t o f a c i l i -
t a t e the desired l e v e l of task performance. 
5» Organisational e f f i c i e n c y . The t o t a l sum of the organisational resources 
(those f o r reimbursing the job holder plus those consumed i n the course of 
duties) should be such as t o optimise the contribution t o organisational 
purpose. 
Jobs designed i n accordance with the above considerations would, i n most 
circumstances, be high on acceptability, as measured by the q u a l i t y of the 
design of the job parameters. However, the following consideration, which 
relates the i n d i v i d u a l psychologically t o the organisation, would also have 
to obtain: 
6. Personal in t e g r a t i o n . To make the i n d i v i d u a l f e e l part of the organisation, 
the fellowship of other workers should be conducive t o his sense of wellbeing 
The work assigned t o the i n d i v i d u a l should not involve him i n undertakings 
that v i o l a t e his values and ethics. The i n t e g r i t y of the i n d i v i d u a l as a 
person should be recognised and e f f o r t made towards honouring and accepting 
the individual's wishes. 
7» Organisational i n t e g r a t i o n . As jobs exist i n the context of other jobs, the 
e f f o r t to create the above balances should incorporate the concept of 
balance between jobs. Note that the suggestion i s being made that a single 
job i s u n l i k e l y t o have a stable balance i n the absence of balances i n the 
other, co-existing and related, jobs. Thus organisational procedures and 
systems would, of necessity, have t o be checked f o r t h e i r u t i l i t y and 
eff i c i e n c y f o r the person who, or department which, i n i t i a t e d them but 
also f o r t h e i r effect on other individuals and units involved i n the process 
and procedures. 
I n the above discussion the seven balances suggested could be regarded 
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as contingent parameters; t o create the requisite balances, jobs would require 
loading/unloading c f the type of characteristics discussed i n Chapters 6, 7, 
9 and 10. 
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11.6. The concept of resources 
The e f f o r t required f o r a given l e v e l of managerial performance depends 
not only on the l e v e l of a b i l i t i e s ( s k i l l s , labour, care and s e n s i t i v i t y ) the 
i n d i v i d u a l possesses and i s w i l l i n g to put i n t o the job but also on the l e v e l 
of organisational resources made available f o r task performance, t o the job 
holder. For managerial position holders, resources are of the following types: 
1. Information - required by the job holder f o r the proper execution of tasks. 
This information should meet the c r i t e r i a of accuracy, relevance, 
sufficiency and timing. These c r i t e r i a would have t o be defined 
c o-operat i v e l y . 
2. Materials - f o r performance of tasks and discharge of duties would include, 
as appropriate, equipment, plant, machinery, o f f i c e space, vehicles, 
etc. C r i t e r i a of q u a l i t y , quantity and timing would have t o be defined 
co-operatively. 
3. Money - f o r the purchase of services. The c r i t e r i a of q u a l i t y , quantity 
and time would, once again, have t o be determined co-operatively. 
4« Manpower - f o r the discharge of duties w i t h i n the job holder's province. 
Some of the relevant c r i t e r i a on manpower \vouId be the s k i l l s possessed 
by subordinates, the t o t a l number of subordinates, the commitment of 
the subordinates t o the organisation. 
5. Authority - t o enter i n t o agreements with subordinates, units and groups 
w i t h i n the organisation and agencies outwith the organisation. Authority 
would involve power to transact the resources mentioned i n 1-4 above. 
Only f i v e types of resources are l i s t e d above. I n f a c t , a l l items that an 
i n d i v i d u a l can l e g i t i m a t e l y claim t o be of assistance t o him i n the discharge 
of duties assigned t o him could be c l a s s i f i e d as resources. I t should be 
recognised that part of the managerial remit may w e l l be the conservation and/or 
the b u i l d i n g up of the organisational resource base. For example, f o r an 
executive working i n public r e l a t i o n s , the work involves building up the 
organisation's reputation and c e r t a i n l y preventing i t from s l i p p i n g . For 
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public relations work i n t e r n a l information would be a required necessity, 
and t o have access to t h i s information the co-operation the manager receives 
from other employees, especially heads of departments, could w e l l be his 
chief resource. 
Sim i l a r l y , f o r the manager engaged i n r a i s i n g finance t o meet the 
organisational development plans, the main resources could be the reputation 
of the company i t s e l f o 
Thus, i n any e f f o r t at synthesis of the managerial job, the resources 
required and how these requirements could be operationally met, would have to 
be contingently and co-operatively decided. 
A b i l i t y t o exert e f f o r t ; an elaboration on the concept 
The word ' a b i l i t y ' i n common usage can cover the following types of 
concepts: 
lo Knowledge, experience, learning, e t c 
2„ The psychological constructs, e.g. tolerance of stress, uncertainty, 
unpleasant working hours, etc. 
3. The physical constraints, e.g. use of wheelchairs etc. 
4. Personal circumstances? the condition of job holder's own health 
and that of the members of his f a m i l y ; i . e . the l i f e related circum-
stances, of the job holder, both transient and those longer 
l a s t i n g , etc. 
I n the contrivance of the effort-performance equilibrium, the abov§ more 
general concept of i n d i v i d u a l a b i l i t y would have t o be borne i n mind* 
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llo7» F a c i l i t a t i v e requirements of the .job balances rationale 
The wholistic theory of job design based on the concept of equilibrium 
receives i t s underpinning from the concept of equity. I n the context of job 
design, the in d i v i d u a l a r t i c u l a t e s his own feelings on the fairness of the 
performance-rewards and effort-performances equilibrium. I n the studies 
reported i a Chapters 6 and 7 "the evidence from the data indicates that the boss 
acts as the a r b i t r a t o r on the performance and also determines the rewards„ 
I t was then, i n Chapter 8, suggested that the involvement of the job holder's 
role-set i n the determination of performance effectiveness would, i n a l l l i k e -
lihood, lead t o a f a i r e r assessment. I n the al l o c a t i o n of tasks/duties, as 
evidenced from the data reported i n Chapters 6 and 7> the influence of the 
boss, i n a majority of cases, predominates and t h i s even when individuals other 
than the immediate boss par t i c i p a t e i n the determination of the job holder's 
work. 
The boss, as an i n d i v i d u a l , has his own personal goals, his own ( i d i o -
syncratic) views of r e a l i t y , his own managerial s t y l e , as w e l l as relationships 
(based on the foregoing) not only with the job holder but other subordinates. 
The acceptance of the suggestion that job be regarded,and analysed f o r 
purposes of synthesis, as a contract implies that both sides (the i n d i v i d u a l 
and the organisation) have r i g h t s . Nominally, and as indicated by the afore-
mentioned data, the boss protects the r i g h t s of the organisation, and where 
necessary could c a l l upon superior h i e r a r c h i c a l authority to lend support-. 
Tender are the individual's r i g h t s * That disasters can ensue from lack 
of protection f o r the in d i v i d u a l i s i l l u s t r a t e d i n the study by Ewing (1977) 
where he reports a director l e v e l person t o have said; 
" I see no way to .... prevent the man's f i r i n g i f that i s what the 
boss wants. I f one charge i s not .... grounds f o r termination, 
another w i l l be concocted". 
That lack of protection i s l i k e l y t o resul t i n self-protective behaviour by 
members of the work force was discussed i n Chapter 4« 
The concept of fairness requires that some machinery be set up w i t h i n the 
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organisation to deal with cases giving r i s e t o contention. I n Chapter 3 was 
discussed the concept of job evaluation, the purpose of which i s salary deter-
mination, i . e . performance-reward equilibrium. The author sees a necessity 
f o r a similar system f o r effort=performance equilibrium determination, f o r 
once the output equilibrium has been established the only way t o increase the 
outputs would be through the adjustment of inputs. I f the i n d i v i d u a l or the 
organisation wants greater rewards t h n inputs must be increased and any 
impediments preventing the job holder from contributing, at the l e v e l comensurate 
with the higher wished f o r outcomes, would require removal. I n Chapter 2, 
case analysis was presented which indicated that enhancement of s k i l l s could, 
be required where the current, equitable, regards are held to be i n s u f f i c i e n t 
by the job holder. 
I n organisations, especially large ones already involved i n job evaluation, 
the creation of job design evaluation could be recommended. For organisations 
not yet undertaking job evaluation (see Chapter 6 f o r incidence of job evalua-
t i o n ) , undertaking of complete design evaluation (both performance-rewards 
equilibrium as w e l l as effort-performance equilibrium) would be recommended. 
To summarise the discussion thus f a r , taking the job as an i n d i v i d u a l / 
organisation interface, the acceptance of the above suggestions would vest the 
interests of the organisation more deeply i n the organisation rather than leav-
ing them as exclusively and t o t a l l y negotiated by one man with another ( i . e . 
the boss and the i n d i v i d u a l , where the boss has the upper hand). 
Thus, f o r job design t o take place, 'democratic' i n s t i t u t i o n a l i s a t i o n of the 
organisation would be a f a c i l i t a t i v e requirement. Note that whereas the 
i n s t i t u t i o n of democracy w i t h i n the organisation of i t s own may, or may not, 
improve the design of specific jobs, the process of creating balanced jobs 
would be advanced through a democratised work place. The concept of democracy 
i s being used by the author with a very narrow meaning: access t o r e c t i f i c a t i o n 
i n the face of biased action or lack of action on the part of the superordinate 
or whosoever i s immediately responsible f o r the design of the incumbent's job. 
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With the narrow meaning assigned to the term 'democracy', organisations 
could f a c i l i t a t e high standards i n the design of jobs by assigning t h i s 
r e s p o n s i b i l i t y t o a single i n d i v i d u a l or a group of individuals. This person 
or body could a r b i t r a t e i n those cases where the job holder and the person 
d i r e c t l y responsible f o r the design of h i s job did not meet each other's 
expectations o 
I n the following section, the difference between the author's use of the 
term democracy and the broader one found i n job design l i t e r a t u r e w i l l be 
presented. 
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11.8. The new rationale contrasted with l i t e r a t u r e reported rationales 
This section i s conceptually s p l i t t a b l e i n two parts: i n the f i r s t part 
are presented the dominant themes from job design l i t e r a t u r e ; i n the second 
part the author contrasts these with the job balances rationale f o r job design. 
I n the presentation of the f i r s t part, analysis i s made of what can 
transpire i f the objectives of the purpose were f a i t h f u l l y pursued, but i n the 
absence of any other consideration d i r e c t l y derivable from the rationale. I n 
the discussion evidence i s brought from l i t e r a t u r e . However, and t h i s i s 
important, i n deductive considerations the force i s contained i n the logic 
of the argument. Given statement A, can B be deduced. Here, whether B has 
taken place (or more t o the point been reported and come t o the author's 
attention) i s less important. 
I t should be stated at the outset that the author's purpose i s not to run 
down any specific rationale presented. The thesis i s not i n moral philosophy; 
nBvertheless, given the fact that job design embraces the concept of man and 
h i s relationship with organisations which are themselves dominant societal 
i n s t i t u t i o n s , any discussion i s l i k e l y t o appear, perhaps only t o some, t o 
suggest moral overtones. As said before, moralising i s not the author's purpose. 
11.8.1. Literature reported purposes of job design 
The three constructs substantively involved i n the discussion i n t h i s 
section are: 
I . Purpose 
. 2. Techniques 
3<> Outcomes 
The diagram of Figure 11.5 i s an elaboration t o show meaning a t t r i b u t i o n t o these 
three constructs i n the context of job design. What the diagram endeavours to 
make e x p l i c i t i s that i n the course of research, both l i t e r a t u r e and studies, 
two types of purpose could be discerned by the author. The recommenda.tions 
for undertaking job design essentially are based on: 
Ideological grounds 
Gains 
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Time and motion 
Variety ( i n j e c t i o n o f ) 
Job content manipulation 
f- (upwards/downwards) 
Hierarchy manipulation 
Communication 
(improvement i n ) 
Representation (creation of) 
Training schemes (sett i n g 
up. revision) 
Pay scales (manipulation) 
Material handling system 
(streamlining) 
MBO 
Human relations ( a t t e n t i o n 
t o ) 
Absenteeism (reduction i n ) Employee a t t i t u d e (improvements'in 
St a f f turnover (reduction i n ) Promotion prospects (improvements 
Training time (reduction i n ) i n ) 
Material shortages Motivation (arousal of) 
(reduction i n ) Team s p i r i t (creation of) 
Freedom and rig h t s Goal ( c l a r i t y o f ) 
( i n s t i t u t i o n a l i s a t i o n of) Stress (reduction of) 
Figure I I . 5: Aims and means of .job design 
The two are then the purpose or aims of job design. The means f o r advancing 
these aims are covered under the t i t l e 'outcomes', and some of the types of 
outcomes which have been aimed f o r i n job design undertakings are l i s t e d . 
Thus the relation s h i p between purpose and outcomes as stated above could also 
be interpreted as one of goals and sub-goals. Deductively, then, the achieve-
ment of sub-goals would lead, at. least p a r t i a l l y , t o the l i s t e d purposes. 
Under the heading of techniques are l i s t e d manipulations undertaken t o 
achieve the outcomes that f a c i l i t a t e the aims, i . e . l i n k the means and ends 
chains. 
The ideological standpoints 
The propellent f o r the democratisation of work approach i s a p o l i t i c a l 
philosophy or creed. The work undertaken w i t h i n t h i s t r a d i t i o n can be 
conceptually c l a s s i f i e d under the following two classes which are essentially 
phases w i t h i n an ongoing process. 
1. The introduction or creation of the democracy w i t h i n the work environment. 
2. The resultant design, i . e . the effects- on the design f o r jobs created 
under the aegis of the system contrived i n 1. above. 
Gains (Produc-
( t i o n 
(Satis-
( f a c t i o n 
Techniques 
(Aim) (t o o l s ) g i c a l (Quality 
( of l i f e 
n e ^ ^ Outcomes 
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Work undertaken towards e d i f i c e construction (under item 1. above) requires 
no f u r t h e r n e c e s s i t y - j u s t i f i c a t i o n : the rationale i s the credo i t s e l f * Within 
t h i s phase, a t y p i c a l exercise would s t a r t on the presumption that democracy 
should be implemented, extended or strengthened. At the end of the exercise, 
the extent and degree of prevailing democracy would indicate the success, or 
f a i l u r e , of the exercise. The purpose of the exercise w i l l have been served 
i f more democracy obtains at the close than did at the beginning. 
However, i t should be noted that creeds often beget variants, and the 
concept of democracy i s no d i f f e r e n t : the democracy of the Bundesrepublik 
Deutschland and that of the Deutsche Demokratische Republic are two examples 
from the current scene of variants of the p o l i t i c a l concept. 
Work undertaken i n the second phase would require that the design of the 
jobs should be i n alignment with precepts defining the role of the i n d i v i d u a l , 
•foe role of the organisation and the relationships between these two. Thus the 
work i n the second phase would involve both the creation of the i n i t i a l a l i g n -
ment as w e l l as l a t t e r realignments, i f these become necessary. 
Nevertheless, i n the second phase, the work undertaken would involve 
resolving issues concerned with production and s a t i s f a c t i o n . 
Thus, democracy i s a rationale; i t provides and acts as a framework f o r 
tie resolution of issues. What pa r t i c u l a r form the process of job design may 
take or what the product of such an undertaking would be, cannot be said; f o r 
the resolution of production and s a t i s f a c t i o n issues, the p a r t i c u l a r variant 
of the p o l i t i c a l concept ( f o r example, the direct democracy of the Swiss model, 
or the representative democracy of the Federal German model, or, s t i l l , the 
Peoples Democracy of the Sociali s t Germany model) would determine both the 
process and the product. 
Deductively, from the above, the c l a s s i f i c a t i o n of a job as t o whether i t 
i s w e l l designed, or i l l designed, would depend on the doctrine and practice 
of the p a r t i c u l a r paradigm of democracy being pursued. 
Further, also deductively, the standpoint of democracy i s not e x p l i c i t 
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on the nature of 'job'. I t i s not e x p l i c i t from l i t e r a t u r e i n t h i s f i e l d , 
whether a job i s a contract between two equals, or whether indentured labour 
i s involved, or s t i l l whether some form of slavery i s involved. Note that 
indentured labour and slavery have both been used and practised, respectively, 
i n societies otherwise claiming adherence t o the democratic i d e a l . However, 
the foregoing remark i s not mere c r i t i c i s m f o r i t c l e a r l y throws l i g h t on 
another aspect of democracy: the process evolves to su i t the p a r t i c u l a r needs 
of the circumstances f o r the society concerned. 
The other ideological standpoint i s that of qu a l i t y of l i f e . I n essence 
t h i s p a r t i c u l a r standpoint says that the human experience of work should be one 
of f u l f i l m e n t . Thus, any p o l i t i c a l ideology } and s p e c i f i c a l l y any variant 
thereof, could claim that they, i n perpetuating t h e i r ideas, are improving 
the q u a l i t y of l i f e . Notwithstanding the claims that might be made, the 
strength of t h i s ideology i s that i f one side attempts t o improve the q u a l i t y 
of i t s l i f e at the expense of the other side, the ' t o t a l experience' would not 
be one of f u l f i l m e n t . 
However, the operationalisation of t h i s ideology t o the practice of job 
design i s l e f t undefined, i . e . neither the process of bringing f u l f i l m e n t to 
the i n d i v i d u a l nor the product are defined. 
The gains standpoint 
At i t s basic, the standpoint of gains suggests that job design should be 
undertaken f o r improvements i n design create rewards. From t h i s standpoint the 
job i s an a r t i f a c t : i t i s l i k e a machine. The work undertaken w i t h i n t h i s 
t r a d i t i o n takes the job extant as a given and characterises i t . The characteri-
sation i s undertaken so that the variables thus defined can be manipulated y 
the purpose of manipulating the variables being t o f i n d out the combination 
(both the characteristics themselves and the loading on them) which produce 
outputs at levels better than the e a r l i e r ones. Thus, w i t h i n t h i s t r a d i t i o n a 
job would be considered ill-designed i f outputs from i t can be increased. 
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Position 
Job content 
+ 
job holder 
Individual gain 
Inputs Outputs 
\ 
Organisational gain 
Figure 11.6: A mechanical view of the gains rationale 
However, the standpoint f a i l s t o make e x p l i c i t f o r whom the gains are 
destined: f o r the job holder, the organisation or both of them. Further, also 
not e x p l i c i t i s whether, when gains accrue f o r both the parties, the benefits 
s p l i t equally between them or i n some r a t i o . 
The need f o r having some guideline on t h i s comes out c l e a r l y from Kelly's 
(1978) evaluation of job design applications. He was led t o conclude that 
there was- 'asymmetry' i n the derived benefits: the substantive gain accrues more 
to the organisation than t o the i n d i v i d u a l . The concept of 'asymmetry' can be 
viewed i n two ways: 
1. The improvements introduced i n the design of jobs can result i n : 
(a) For the i n d i v i d u a l - less discomfort 
(b) For the organisation - more p r o f i t s , from the extra performance 
due t o less discomfort. 
Thus while both parties could be regarded as having 'gained', the one gains 
i n the realm of the mind while the other nets the p r o f i t s . 
2. Locke (1977) on the authority of Thorndyke (1917) and Poffenberger, 
discusses situations where the manipulation of job variables can cause 
'performance to remain constant or improve while the job holder's 
feeling of fatigue increases'. 
From t h i s evidence the following analogy i s drawn: 
An i n d i v i d u a l working, say, 40 hours a week and receiving £100.00, 
which he finds inadequate may face the following s i t u a t i o n as a consequence 
of redesign: 
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(a) For the job holder - more money; more complex and demanding job 
say requiring a 50 hour week. 
(b) For the organisation - the worth of the extended work undertaken 
by the job holder. 
Another d i f f i c u l t y with t h i s standpoint i s that i t i s not made clear as t o 
whether the agreement of both parties (the job holder and the organisation) 
i s necessary f o r i n i t i a t i n g job design or whether u n i l a t e r a l decision i s 
s u f f i c i e n t . 
Evidence suggesting the d e s i r a b i l i t y of c l a r i t y on t h i s point comes 
from many sources, e.g. Kelly (1977) and Parke and Tausky (1975), but f o r 
the present the argument w i l l be elaborated i n terms of two references, 
Grew (l96i+) and Kornhauser and Sharp (1932), from whom quotations have 
already been presented i n Section 11.1. 
lo Organisation unsatisfied 
Grew's e a r l i e r quoted remark (Section l i d ) on many a s a t i s f i e d worker 
being i n the employment of only p a r t i a l l y s a t i s f i e d employers, depicts a 
s i t u a t i o n where the job holder may not wish t o have his job redesigned -
he i s s a t i s f i e d . Should the organisation, being unsatisfied, i n i t i a t e 
job redesign? 
2<> Individual unsatisfied 
I n t h e i r study Kornhauser and Sharp found some of the highest performances 
t o have the most unfavourable a t t i t u d e s . The s i t u a t i o n described provides 
circumstantial evidence in d i c a t i n g organisational s a t i s f a c t i o n co-existing 
with i n d i v i d u a l d i s s a t i s f a c t i o n . Should the i n d i v i d u a l , being unsatisfied, 
i n i t i a t e job redesign? 
That the above lack of c l a r i t y can cause d i f f i c u l t y i n i n i t i a t i n g job design 
i s evidenced from Whitset (1971) and Bolweg (1976) both of whom mention guises 
adopted and i l l u s i o n s created to make the standpoint of gains acceptable t o the 
two parties: i n d i v i d u a l and organisation. 
Nevertheless, the rationale presents i t s own impelling reason f o r acceptanc 
why should a c t i v i t y be undertaken without any foreseeable gain? 
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Further, no matter, what alternative rationale i s f i n a l l y adopted, some form 
of manipulation of the design variable would, i n a l l l i k e l i h o o d , be necessary* 
And research pursued i n furtherance of t h i s rationale provides results which 
could be useful? 
Lastly, as the job i s regarded as an a r t i f a c t , somebody has t o suggest 
the p a r t i c u l a r output not meeting his l e v e l of acceptance. Thus job design 
undertaken w i t h i n t h i s t r a d i t i o n would essentially be reactive - i t w i l l be a 
curative process, where e f f o r t i s directed towards pushing the p a r t i c u l a r output 
to acceptable levelo A t y p i c a l example of the curative nature of job design 
w i t h i n t h i s t r a d i t i o n can be presented from a job design implementation reported 
by B i r c h a l l ( 1 9 7 8 ) ? who writes: 
" I n early 1 9 7 7 the Henley Work Research Group and the Petroleum Industry 
Training Board set up a project aimed at investigating the nature of 
motivational problems i n c l e r i c a l work and studying ways of overcoming 
t h e i r problems"o 
Just i n case there i s any doubt as to what transpired following his e f f o r t at 
the discovering of these 'motivational problems', B i r c h a l l and his collabora-
t o r s not only did redesign the jobs but, f u r t h e r , as he himself states: 
"We have outlined principles f o r the design of jobs and work group 
organisations"o 
l l o 8 o 2 o Contrasts 
The Job Balances Theory of job design presented i n Section 11<>5 contrasts 
with the themes presented i n the foregoing subsection i n that no claim f o r 
immediate gains i s forwarded - the process of redesign would be undertaken i f 
jobs were found deficient or the q u a l i t y of the design of the job and the 
d i r e c t i o n of the redesign e f f o r t would be the creation of balances. 
In Chapter 1 was presented the findings of Stanic and Pym ( 1 9 6 8 ) which 
indicated some research chemists working essentially as laboratory assistants. 
This case w i l l be discussed f o r implications a r i s i n g from the acceptance of 
the wholistic theory. 
lo At the l e v e l of the i n d i v i d u a l alone 
The questions here are: 
( 1 ) Does the i n d i v i d u a l f e e l f u l f i l m e n t with the assigned work? 
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(2) Does the organisation f e e l s a t i s f i e d with the work performed? 
(3) Does the i n d i v i d u a l receive rewards comensurate with his wishes? 
(4) Does the organisation f e e l i t i s getting equitable rewards? 
(5) Are resources available t o the job holder comensurate with 
requirements f o r target/goal accomplishment? 
2. At the l e v e l of the i n d i v i d u a l i n the context of other job holders 
(6) Do other job holders accept the performance-rewards contingency 
of the f o c a l individual? 
(7) Are the organisational and interdepartmental systems, procedures 
f a c i l i t a t i v e i n performance of duties/roles/tasks allocated t o 
the individual? 
The point being made i s the following: jobs have t o be designed f o r individuals 
w i t h i n the context of other jobs. The above series of questions t o be asked 
serve only as examples of the type of balances required; the l i s t of questions 
given above i s by no means complete or exhaustive. To r e i t e r a t e and underline 
the notion that balances of one job a f f e c t , and are affected by, the balances 
of the surrounding jobs,a case-like s i t u a t i o n , based on the action research 
reported i n Chapter 9 w i l l be b r i e f l y presented. 
Whereas the in d i v i d u a l may assess the design of his job to be acceptable 
(at least on certain balances), other job holders, especially those holding 
jobs nominally carrying the same job t i t l e , or those at the same hi e r a r c h i c a l 
l e v e l could f i n d the t i t l e and rank of the foca l incumbent as demeaning t h e i r 
own positions. And fu r t h e r , i f the chances of promotion, etc. were seen by 
the others as being equal, i . e . the same f o r those doing jobs at t h e i r job 
t i t l e l e v e l as f o r him working below his job t i t l e l e v e l , then the r e s u l t i n g 
aggravation would,in a l l l i k e l i h o o d , be even greater than would obtain solely 
from considerations of job load. 
The positing of the theory i n terms of balances leads t o the conclusion 
t h a t , without knowing the ab i n i t i o s i t u a t i o n , i t cannot be said whether 
the act of job redesign w i l l result i n any gain; and i n cases where gain does 
accrue, which party ( i . e . the job holder or the organisation) would 
benefit, absolutely or proportionally. 
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Thus, i n application of the proposed theory, i n i t s intended organisa-
t i o n a l s e t t i n g , e f f o r t i s directed at creating balances. The outcome of 
jobs designed with balances i n mind i s mutually b e n e f i c i a l f o r the i n d i v i d u a l 
and the organisation - and t h i s i s due t o the inter-twining of he u r i s t i c s 
according t o the equity p r i n c i p l e . The propellent of the theory i s thus the 
equity based shared ( i n d i v i d u a l and organisation) h e u r i s t i c s . 
A f i n a l caveat, something to which at t e n t i o n has previously been drawn, 
would be the unlikelihood of achieving stable balances i n single jobs: e f f o r t 
should be directed at jobs design rather than job design. Support for t h i s 
viewpoint would be provided from the analysis of Chapter 4 (the organisation), 
and Chapter 3 (the experience-in-job) f o r i n the measurement of effectiveness, 
e f f i c i e n c y , sufficiency and equity, the basis of comparison and the f i n a l 
judgement on existence (or otherwise) of the balances i s a r t i c u l a t e d on behalf 
of the organisation by the other job holders - who may be the boss, the 
colleagues or even the subordinates of the f o c a l person. Thus the i n d i v i d u a l / 
organisation interface i n p r a c t i c a l application becomes individual/individuals 
interface. For the more complete argument on jobs design see Chapter 8. 
The chapter following reports the inquiry directed at gathering empirical 
support f o r the wholistic theory of job design, one component of which i s the 
job balances theory. The other components of the wholistic theory are: the 
theory of heuristics (Chapter 9)» the concept of measures on the q u a l i t y of 
design of a job (Chapter 6), and the methodology f o r job design (Chapters 
8 and- 9 ) . 
Post Script 
A recent publication by Kraus (1980) i n the Harvard Business Review indicates 
t h a t , more often than not, managerial salaries bear no relationship w i t h the 
work performed. This i t s e l f would be a strong recommendation f o r organisations 
to adopt job design as a method f o r r a t i o n a l i s i n g t h e i r personnel p o l i c i e s . 
Additional support f o r the specific theory of job design presented by the 
author comes from Doyle and Shapiro (1980), who on the basis of t h e i r c a r e f u l l y 
conducted comparative study report: 
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" I n studying the sales systems of four d i f f e r e n t companies, two with 
c l e a r l y defined sales tasks and two without, the authors discerned 
th a t sales people work longer hours on t h e i r jobs when the task i s 
clear - when they see a positive relationship between t h e i r e f f o r t 
and results".. 
Two points of c l a r i f i c a t i o n with respect t o the above quotation: 
1. I n the formalisation of the wholistic theory, the underlying r e l a t i o n -
ship under discussion i n the quotation i s effort-performance. 
2. Doyle and Shapiro mention only one specific method of improving the 
effort-performance bond - that of c l a r i t y i n goals. 
The diagram of Figure 11.7 depicts the conclusion regarding motivation t o 
work, arrived at by Doyle and Shapiro. The diagram indicates that motivation 
t o work i s highest when the two balances hold simultaneously; motivation t u 
work i s the least when no balance obtain on either equilibrium. Where one 
balance obtains but not the other, the motivation t o work i s l i k e l y t o be at 
some point between these extremes. 
Note: The motivational l i n k s are 
notio n a l l y shown by the 
number of stars. (The higher 
the number of stars the higher 
the motivation 
Adjustment on the performance-
reward equilibrium 
Balanced Unbalanced 
Adjustment on the 
effort-performance 
equilibrium. 
Balanced 
Unbalanc ed (*) 
Figure 11.7: Levels of motivation t o work i n the balanced and 
unbalanced contingencies of the performance-reward and 
effort-performance equilibrium Ul ] 
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For introducing t h i s part of the thesis, a r e c a p i t u l a t i o n of the work 
reported so f a r i s necessary. I n Part 2 of the thesis are presented themes 
from l i t e r a t u r e bearing on job design, as w e l l as a review of the prevalent 
t h e o r e t i c a l strands on job design i t s e l f . I n Part 3 are reported studies which 
both helped the author t o ar r i v e at t h e o r e t i c a l conclusions and underpin the 
theories themselves with empirical evidence. I n Part 3 » three theories were 
developed and these taken together, the author would argue, constitute a 
wholistic theory of job design. Each component of t h i s w holistic theory serves 
a d i s t i n c t function; between them the components provide: 
- Measures of the q u a l i t y of the design of the job 
- A process f o r job design, which provides diagnosing features 
- A d e f i n i t i o n of the key variables; adjustment of which needs 
to be contingently contrived. 
The three components of the wholistic theory are new i n the sense of being 
the products of the author's research. 
The author f e l t i t would be i n t e r e s t i n g and personally rewarding t o 
obtain some managers' reaction to propositions r e l a t i n g t o implementation 
concepts derived from his theory. Their reaction i s described b r i e f l y i n 
Chapter 1 2 . 
F i n a l l y , i n Chapter 1 3 , research process and methodologies are reviewed 
and reassessed; the results of the work are brought together and t h e i r linkages 
expounded; and the f i n a l conclusions of the author's research are set out f o r 
the reader. 
Thus, t h i s part of the thesis consists only of the following two 
chapters: 
Chapter 1 2 - Managerial reaction to implementation concepts 
derived from theory 
Chapter 1 3 - Research perspectives 
J 
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CHAPTER 12 
MANAGERIAL REACTION TO JOB DESIGN 
IMPLEMENTATION PROPOSITIONS 
j-iiTjruuu^ o J L V J X I 
Overall, the research reported so f a r had produced three independent 
although conceptually i n t e r l i n k e d , t h e o r e t i c a l standpoints on job design.. Each 
standpoint, progressively derived, constituted a necessary component f o r a 
wholistic theory of job design.. The three necessary components are shown i n 
Figure 1 2 o l o 
L i t e r a t u r e evidence that was used i n building the three t h e o r e t i c a l 
standpoints i s presented i n Chapters 2 , 3 > k> 8 and 1 1 j and the arguments 
contained therein are therefore themselves, i n t u r n , sub-components of these 
three standpoints <> 
The author decided t o assess managerial reaction t o a series of proposi-
t i o n s which r e f l e c t e d the implications of the theory's possible implementation* 
These propositions emerged from the three components of the theory. Since 
the three components themselves have sub-components, the propositions 
presented t o managers were derived from the concepts presented earlier.. 
Measures on the q u a l i t y of the 
design of a job (Chapter 6 ) 
Wholistic theory of job design Job design process characteristics (Chapter 8 ) 
The theory of equilibrium l o c i 
(Chapter 1 1 ) 
Figure 1 2 e l ; Components of the wholistic theory of job design 
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1 2 . 1 . Scope of the investigation 
The propositions tested covered only l i m i t e d areas of the author's 
who l i s t i c theory. There were two main constraints l i m i t i n g the investigation: 
1 . Requirements on respondent time: 
(a) Members of the p i l o t study panel (see Section 1 2 . 3 ) recommended 
that the questionnaire should take no more than 4 5 minutes t o 
complete. 
2 . Time available f o r analysis: 
(a) The author envisaged r e c r u i t i n g no more than 1 0 0 respondents. 
This' number of respondents would, given the nature of the 
questions asked i n the questionnaire, y i e l d data worthy of 
rigorous analysis y i e l d i n g i n t e r e s t i n g insights i n t o the 
extent to which managers would i n fact choose t o distinguish 
between the r e l a t i v e attractiveness of the propositions 
presented t o them. 
A questionnaire was developed which l i s t e d a number of propositions * 
Respondents were asked t o indicate the importance t o them of the proposition 
being 'true' i n respect t o any managerial job. Importance was ranked on an 
ordinal scale 1 - 5 , where 1 indicated 'of no importance' and 5 indicated 'of 
the highest importance'. The intermediate scale points, 2 , 3 and k> indicated 
low, medium and high importance respectively. 
Respondents were asked t o indicate whether they were answering the 
questionnaire from the standpoint of a job holder ( i . e . i n terms of t h e i r own 
job) or a job designer ( i . e . i n terms of how they would deal with other 
people's jobs ) o To set the l a t t e r position i n context, respondents were asked 
t o state whether they had any managerial personnel reporting to them. 
Given that individuals d i f f e r i n the importance they attach to d i f f e r e n t 
goals, the l i k e l i h o o d of individuals opting f o r d i f f e r e n t strategies t o achiev 
the same goals has t o be accepted too. 
The questionnaire was therefore designed t o collect information which 
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would o f f e r the p o s s i b i l i t y of r e l a t i n g the differences i n the responses on 
the propositions with eleven variables which' were also used i n the studies 
reported e a r l i e r i n Chapters 6 and 7 i -
( i ) Respondent's age 
( i i ) Whether the respondent regarded management as a moral occupation 
( i i i ) The respondent's managerial orientation 
( i v ) The respondent's sex 
(v) The respondent's length of service w i t h i n the organisation 
, ( v i ) The respondent's h i e r a r c h i c a l position 
I 
| ( v i i ) The respondent's function 
|The a t t i t u d e towards job design w i t h i n the respondent's organisation as 
manifested by responses t o questions asking:-
( v i i i ) Whether or not the appointment t o the current position was 
i n pursuance of a career plan f o r the respondent 
( i x ) Whether or not the respondent had received t r a i n i n g p r i o r to 
being assigned t o the new position, to f a c i l i t a t e e f f e c t i v e 
performance 
(x) The l e v e l of knowledge of the work involved which the 
respondents had at the time of t h e i r appointment, compared 
with the knowledge, of the same, at the time of the study 
( x i ) I f the job existed p r i o r t o t h e i r appointment, whether or not 
i t were modified i n any way at the time of t h e i r takeover 
The questionnaire was p i l o t - s t u d i e d with U volunteers representing a 
v a r i e t y of organisations and h i e r a r c h i c a l levels. A number of modifications 
were made ari s i n g from respondent feedback during the p i l o t study and the 
f i n a l version of the questionnaire i s shown i n Appendix 1 2 . 
The researcher obtained the co-operation of two large organisations which 
di s t r i b u t e d the questionnaire t o 1 5 and 1 6 of t h e i r managers respectively. La 
each case, the organisational contact selected managers representing a mixture 
of the 1 1 variables mentioned above. 
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Altogether 128 usable questionnaires were returned (a response rate of 
'6l$)« Questionnaire completion other than that from the aforementioned 
organisations, was achieved through respondent recruitment by a mixture of 
methods employed i n the conduct of studies reported i n Chapters 6 and 10. 
The author regards himself fortunate that most of the 11 control variables 
were covered as w e l l as they were - see Figure 12.2. 
Unfortunately only s i x of the 128 respondents were female - a number so 
small as to render analysis on t h i s dimension v i r t u a l l y worthless, and the 
functional c l a s s i f i c a t i o n used proved inadequate f o r the task - proving yet 
i 
again!the d i f f i c u l t y i n pigeon-holding "types" of manager. Only 8 4 of the 
respondents used the researcher's functional c l a s s i f i c a t i o n s . 4 4 "wrote i n " 
specific job t i t l e s . The t h i r d variable which proved unamenable t o c l a s s i f i -
cation, i n the same sense as the foregoing, was "nature of move at the time 
of posit i o n occupation". This variable was also dropped from i t s intended 
use i n sub-analysis of proposition data. 
12.2. The indicated r e l a t i v e importance of the propositions t o the respondents 
The respondents were requested t o rank the propositions according to the 
importance they would a t t r i b u t e t o the statements presented, with respect t o 
any managerial job. (For the exact verbalisation see page 3 of the question-
n a i r e ) . The mean value of the ranked importance of the propositions i s shox^i 
i n an histogram-like diagram i n Figure 12.3« Note that w i t h i n each column the 
proposition reference numbers (and the mean scores) are l i s t e d i n an ascending 
order of the mean score, s t a r t i n g at the top of the column. Figure 12 . 4 
contains a table supplementary and complementary to the histogram-like diagram 
of Figure 12.3« I n t h i s l a t t e r figure the propositions have been' ordered by 
t h e i r reference numbers and not only are the means of t h e i r scores shown., but 
so too are the values of the standard deviations (SD). Those values of SD 
above 1.00 are underlined. 
Those propositions having a low mean score tended t o have a high i n t e r n a l 
v a r i a t i o n i n i n d i v i d u a l responses. For example, regarding a mean score of 
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less than 3 . 0 0 as being low, of the 6 propositions i n the f i r s t column of 
Figure 1 2 . 3 , 4 had a standard deviation of more than 1 . 0 0 (see Figure 1 2 . 4 ) • 
High values of standard deviation denote p o l a r i t y of viewpointsj thus while 
some individuals had a t t r i b u t e d a great deal of importance t o the proposition, 
others assigned i t a f a i r l y low score. Thus the proposition concerned with the 
pot e n t i a l comparison which a job holder may make between his own positio n and 
those holding similar positions i n other organisations, received low support as 
evidenced from the proposition mean score of 2 . 8 9 (proposition reference number 
2 4 ( a ) ( i i i ) i n the questionnaire). A detailed look at the scores attached by 
in d i v i d u a l respondents t o t h i s proposition reveals t h a t : 
(a) 2 0 participants marked i t as being of 'high importance', 
( i . e . a score of 4 ) ° 
(b) 7 participants marked i t as being of 'very, high importance', 
( i . e . a score of 5 ) » 
I n a job redesign exercise, i f the perspective emerging from t h i s propo-
s i t i o n were ignored on account of i t s low mean score, the above data provides 
evidence i n d i c a t i n g the l i k e l i h o o d that the redesigned jobs would be found 
wanting by some job holders. (Approximately 2 0 $ i n the case of the researcher's 
respondents). 
The results i n Figures 1 2 . 2 and 1 2 . 4 show: 
(a) Managers can, and do, distinguish the r e l a t i v e importance t o them 
of d i f f e r e n t propositions concerning job design despite the fact 
that a l l of them are prima facie desirable. 
(b) The views held by one manager of the r e l a t i v e importance of a 
pa r t i c u l a r proposition may be s i g n i f i c a n t l y d i f f e r e n t from the 
views held by other members of his work group. 
A job design practitioner needs, therefore, t o assess the contingent relevance 
of d i f f e r e n t propositions t o the f o c a l manager and the focal manager's work 
group. Exploring differences of a t t i t u d e w i t h i n the group may help t o generate 
a "trading" of job elements, leaving a better "job f i t " f o r a l l . Failure t o 
explore such differences would imply a use of 'sample', or 'mean' a t t i t u d e s , 
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(a) Age 
2 6 - 3 0 3 1 - 3 5 3 6 - 4 . 0 . 4 1 - 5 0 > 5 1 Missing Total 
8 2 6 3 4 21 2 5 1 4 0 128 
(b) 
Length of service ( i n years) 
< 2 2 - 5 5 - 1 0 1 1 - 2 0 ^ 2 1 Missing Total 
2 6 2 9 3 5 2 3 . 1 5 0 1 2 8 
(c) 
Top 
2 2 
Senior 
4 0 
Position i n hierarchy 
Middle 
4 1 
Junior 
1 4 
Entry 
8 
Missing 
3 
Total 
128 
(d) 
Length of Dosition occupation f i n years) Total' 
< 1 
3 0 
1 - 2 3 - 5 6-8 > 8 Missing 
3 0 4 0 1 5 1 3 ' 0 128 
(e) 
Degree of knowledge of iob at time of appointment Miss-
ing 
Total- No. 
of responses None 
1 2 ! 3 4 5 6 
Complete 
7 
3 12 2 3 2 4 4 2 17 7 0 128 
( f ) 
Appointment i n pursuance of career plan Total 
No Yes D o K e Missing 
39 79 9 ' 1 128 
(g) 
(h) 
Received t r a i n i n g p r i o r to appointment Total 
No Yes Missing 
89 39 0 128 
Job descri ption modified at time of appointment Total 
No Yes Missing 
76 43 9 128 
Figure 12.2: Data on eight control variables from the 128 
study respondents 
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Note: I n the questionnaire the following scale points were used 
1 = of very low importance 
2 = of low importance -
3 = of medium importance 
4 - of high importance 
5 = of very high importance 
Mean score over the 7 6 propositions - 3 » 6 0 
3 7 
Proposition Score No. 
1 9 . v i 3 . 5 1 
2 0 . i 3 . 5 1 
2 7 . i 3 . 5 1 
24»b.iii 3 . 5 4 
2 0 . i v 3 . 5 5 
2 4 . b . i v 3 . 5 6 
1 3 . i i 3 . 5 9 
2 2 . b . i 3 . 5 9 
2 1 . i i 3 . 6 0 
2 4 1 9 . i v 3 . 6 l 
2 3 
1 9 . v i i i 
3 . 6 9 
3 . 7 0 
Proposition 
No. Score 
2 7 . i i 3 . 7 0 
2 2 . a . i v 3 . 0 9 1 7 . i i i 3 - 7 3 
2 7 . i i i 3 . 0 9 2 5 . i 3 - 7 4 
24«b.ii 3 . 1 0 1 2 . i i i 3 . 7 5 
2 2 . a . i 3 . 1 3 2 5 . i i i 3 . 7 6 
3 3 . i i i 3 . 1 7 2 0 , i i 3 .80 
1 9 . i i 3 . 1 9 1 9 . v 3 . 8 4 
2 6 . i 3 . 2 0 1 5 . i i i 3 . 8 6 
3 2 . v i i i 3 . 2 1 3 2 . i i i 3 . 8 6 
24«a.ii 3 . 2 3 1 9 . i i i 3 . 8 7 
3 2 .V 3 . 2 6 2 0 . i i i • 3 . 8 7 
3 3 . i 3 . 2 9 2 5 . i i 3 . 8 8 
1 3 . i i i 3 . 3 0 2 9 . i i 3 . 8 8 9 
2 4 . b . i 
28. i 
3 . 3 0 
3 . 3 4 
1 3 . i 
2 2 . a . i i i 
3 . 8 9 
3 . 9 0 
Proposition 
No. Score 
6 2 8 . i i 3 . 4 0 16. i i 3 . 9 1 
3 4 
3 3 . i i 
3 . 4 0 
3 . 4 1 
1 5 . i i 
1 7 . i 
3 . 9 2 
3 . 9 2 
1 9 . i 
3 2 . i i 
• 4 . 0 3 
4 . 0 4 
Proposi- _ ... ^  ,T Score t i o n No. 
2 6 . i i 3 . 4 2 2 1 . i v 3 . 9 2 18. i 4 . 0 5 
2 2 . a. v . 2 . 5 6 ^ 3 2 . i v 3 . 4 2 2 2 . a . i i 3 . 9 2 1 9 . v i i 4.05 
3 2 . v i i 2 . 7 4 ~ 2 1 . i 3 . 4 3 1 7 . i i 3 . 9 5 1 4 . i i 4 . 1 4 
2 4 . a . i i i 2 . 8 9 2 4 . a . i 3 . 4 3 1 5 . i 3 . 9 7 18. i i 4.16 
3 0 2 . 9 4 3 3 . i v 3 . 4 5 3 2 . v i 3 . 9 7 1 2 . i i 4 . 1 7 
3 1 2 . 9 4 2 1 . i i i 3 . 4 6 3 . 9 8 16. i 4 . 1 9 
2 6 . i i i 2 . 9 6 3 2 . i 3 . 4 8 2 9 . i 3 . 9 8 1 2 . i 4 . 4 5 
Figure 12.3: D i s t r i b u t i o n of weighted, means f o r the propositions 
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Proposition Mean Standard devia- Proposition Mean Standard devia-
Ref. No. score t i o n of score Ref. No. score t i o n of score 
1 2 ( i ) 4 . 4 5 0 . 5 7 2 2 ( a ) ( v ) 2 . 5 6 1 . 1 9 . 
1 2 ( i i ) 4 . 1 8 0 . 7 3 2 2 ( a ) ( v i ) 3 - 5 9 1 . 0 7 
1 2 ( i i i ) 3 o 7 5 0 . 9 1 2 3 3 . 6 9 1 . 1 5 , 
1 3 ( i ) 3 . 8 9 0 . 8 0 2 4 ( a ) ( 1 ) 3 . 4 3 0 . 9 2 
1 3 ( i i ) 3 . 5 9 0 o 8 3 2 4 ( a ) ( i i ) 3 . 2 3 0 . 8 0 
1 3 ( i i i ) 3 - 3 0 0 < , 9 6 2 4 ( a ' ) ( i i i ) 2 . 8 9 0 . 9 2 
1 4 ( i ) 3 o 9 8 0 . 8 2 2 4 ( b ) ( 1 ) 3 . 3 0 0 . 8 3 
l A ( i i ) 4 o l 4 0 o 8 4 2 4 ( b ) ( i i ) 3 . 1 0 0 o 8 l 
1 5 ( i ) 3 . 9 7 0 0 8 8 2 4 ( b ) ( i i i ) 3 . 5 4 0 . 8 1 
1 5 ( i i ) 3 . 9 2 0 . 8 1 2 4 ( b ) ( i v ) 3 . 5 6 0 . 8 2 
1 5 ( i i i ) 3 . 7 8 0 . 9 2 2 5 ( i ) 3 . 7 4 0 . 9 9 
I 6 ( i ) 4 . 1 9 ' 0 . 9 5 2 5 ( i i ) 3 . 8 8 0 . 9 3 
1 6 ( i v ) 3 . 9 1 1 . 1 2 2 5 ( i i i ) 3 . 7 6 0 . 9 2 
1 7 ( i ) 3 . 9 2 0 . 8 4 2 6 ( i ) 3 . 2 0 0 . 9 7 
1 7 ( i i ) 3 . 9 5 0 . 8 7 2 6 ( i i ) 3 . 4 2 0 . 9 2 
1 7 ( i i i ) 3 . 7 3 0 . 7 8 2 6 ( i i i ) 2 . 9 6 1 . 0 1 
1 8 ( i ) 4 . 0 5 0 . 7 4 2 7 ( i ) 3 . 5 2 0 . 8 2 
l 8 ( i i ) 4 . 1 6 0 . 7 7 2 7 ( i i ) 3 . 7 1 0 . 9 4 
1 9 ( i ) 4 . 0 3 0 . 8 0 2 7 ( i i i ) 3 . 0 2 L°M 
1 9 ( i i ) 3 . 1 9 0 . 9 5 2 8 ( i ) 3 . 3 5 0 . 9 6 
1 9 ( i i i ) 3 . 9 4 0 . 8 4 2 8 ( i i ) 3 . 4 0 0 . 9 2 
1 9 ( i v ) 3 . 6 l 0 . 8 9 2 9(0 3 . 9 8 0 . 8 8 
1 9 ( v ) 3 . 8 4 0 . 9 1 2 9 ( i i ) 3 . 8 8 - 0 . 8 3 
1 9 ( v i ) 3 . 5 1 1 . 0 2 3 0 2 . 9 4 0 . 9 8 
1 9 ( v i i ) 4 . 0 6 ' 0 . 7 9 3 1 3 . 1 0 1 . 1 3 
1 9 ( v i i i ) 3 . 7 0 0 o 9 0 3 2 ( i ) 3 . 4 S 0 . 8 9 
2 0 ( i ) 3 . 5 1 0 . 9 8 3 2 ( i i ) 4 . 0 4 0 . 7 1 
2 0 ( i i ) 3 . 8 0 0 . 7 5 3 2 ( i i i ) 3 . 8 9 0 . 8 0 
2 0 ( i i i ) 3 . 8 0 0 . 8 0 3 2 ( i v ) 3 . 4 2 O . 8 5 
2 0 ( i v ) 3 . 5 5 1 . 0 2 3 2 ( v ) 3 . 2 5 0 . 9 2 
2 l ( i ) 3 . 4 3 0 . 9 1 3 2 ( v i ) 3 . 9 7 0 . 7 8 
2 l ( i i ) 3 . 6 0 0 . 9 3 3 2 ( v i i ) 2 . 7 4 I . 0 5 
2 l ( i i i ) 3 . 4 6 0 . 8 4 3 2 ( v i i i ) 3 . 2 1 0 . 9 7 
2 l ( i v ) 3 . 9 2 0 . 8 3 3 3 ( i ) 3 . 2 9 0 . 8 7 
2 2 ( a ) ( 1 ) 3 . 1 3 0 . 9 7 3 3 ( i i ) 3 . 4 1 1 . 0 5 
2 2 ( a ) ( i i ) 3 . 9 3 1 . 0 4 3 3 ( i i i ) 3 . 1 7 1 . 0 0 
2 2 ( a ) ( i i i ) 3 . 9 0 1 . 0 5 3 3 ( i v ) 3 . 5 1 0 . 9 2 
2 2 ( a ) ( i v ) 3 . 0 9 0 . 9 6 3 4 3 . 4 0 1 . 0 8 
Figure 1 2 . 4 i Means and standard deviation of the scores on the 
propositions 
Note; Standard deviations above 1 . 0 0 are underlined. 
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and that could w e l l lead t o a s i t u a t i o n where the a l l e v i a t i o n of defects i n 
the design of a job - through r e c t i f i c a t i o n along l i n e s indicated by high-
support propositions - could lead t o situations where a previously r e l a t i v e l y 
unimportant or ignored design defect becomes the foc a l point of f r i c t i o n between 
the i n d i v i d u a l and the organisation. 
The data produced from t h i s study was f a r richer than the researcher 
anticipated. Respondents not only f i l l e d up the questionnaire i n the manner 
requested, they suggested between them a fu r t h e r 3 5 propositions as being 
desirable, and no fewer than 3 8 added statements were w r i t t e n i n to the appro-
p r i a t e parts of the questionnaire. Respondents had cl e a r l y given considerable 
thought t o t h e i r responses. 
The author carried out several systematic analyses of the data, some of 
which are tangential t o the thesis. The f u l l results of these analyses i s 
being prepared f o r publication elsewhere, but cer t a i n of the findings have 
a general significance i n a thesis on managerial job design. 
1 2 . 3 ° The control variables 
One of the important analyses of the series assigned by the respondents 
t o the implementation propositions was concerned with r e l a t i n g the responses 
back t o the con t r o l variables. Only the more salient of these results w i l l 
be presented here. However, before presenting the results a note on the 
control variables themselves would be i n order. 
On a p r i o r i basis as w e l l as research documented evidence (see Campbell 
et a l ( 1 9 7 0 ) ) , there would be reason t o believe that there would be i n t e r -
correlations between some of the control variables. For example, 'age' and 
'hierarchical l e v e l of positio n occupied' are l i k e l y t o be correlated, i . e . 
i n a sample of managerial population one would not expect t o f i n d very many 
young executives occupying senior positions. Data from t h i s study confirmed 
strong correlations between: 'age' and 'length of service'; 'age' and 'hier-
archical position'; and 'length of service' and 'hierarchical position'. I n 
the rest of the discussion, unless otherwise stated, these control variables 
w i l l be dealt with together^ 
On those control variables where contrasts i n responses to the implement-
ation propositions were found, the data indicated the following tendencies:-
( i ) Age, hierarchical position and length of service.. Those respondents 
maturer i n age, higher i n hie r a r c h i c a l p o s i t i o n and having a longer 
service record tended t o score the implementation propositions more 
highly than respondents younger i n age, holding positions at the 
lower end of the hierarchy and having a shorter service recordo 
( i i ) Modification i n .job description at posit i o n takeover•> Those respon-
dents who took over vacated positions and who received altered job 
descriptions on taking up the post, scored the implementation propo-
s i t i o n more highly than those f o r whom the job descriptions were not 
modified at position takeovero 
( i i i ) Trainingo Those respondents who received t r a i n i n g to prepare them, 
p r i o r t o position assignment scored the propositions more highly than 
those who received no p r i o r training.. 
( i v ) The con t r o l variables 'career plan' and 'prior knowledge of job' 
did not produce clear cut results of the type j u s t discussedo For 
example, while two implementation propositions were highly scored 
by those whose appointment was i n pursuance of a career plan, four 
propositions were scored more highly by those respondents whose 
appointment did not follow a career piano Similarly, inconclusive 
results were obtained f o r the 'degree of knowledge of job p r i o r to 
assignment' variable. 
General conclusions from the author's analysis of the questionnaire 
responses serve t o reinforce e a r l i e r statements, ioe<> f o r a job designer, 
contingent r e a l i t y of the s i t u a t i o n under focus i s more important than any 
a p r i o r i p r i n c i p l e s . 
A specific and f i r m conclusion emerging from the data i s that support 
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f o r the implementation proposition was consistently highest from respondents 
who were mature, senior i n hierarchy, with long service i n the organisation. 
Since such individuals are cl e a r l y more l i k e l y t o understand the job design 
problem and t o have had experience of involvement i n solving them, t h e i r 
views support the author's contention that the propositions are worthy of 
consideration by job designers. 
Nevertheless, a suggestion emerging from the data would be the need f o r 
fur t h e r research on implementation propositions on which control variables 
indicated athwart preferences. Naturally, i n any study f o r f u r t h e r i n g t h i s 
research other control variables and other implementation propositions could 
also be included. 
1 2 . 4 * Differences i n scoring related t o the organisational a f f i l i a t i o n of 
respondents 
B r i e f l y , the data from the two organisations indicated patterns i n 
scoring which could not be explained i n terms solely of the control variabD.es, 
as discussed i n the foregoing section. Comparison of data, on an i n t e r -
organisation basis, indicated that whilst the viewpoint adopted by the 
respondent ( i . e . job designer or job holder) can be important, the prevailing 
atmosphere (and s i t u a t i o n extant) i n a given organisation may dominate the 
moderating influences of the control variables. 
1 2 . 5 . Conclusions 
The study b r i e f l y reported i n t h i s chapter was conducted to evaluate the 
degree of support from managerial position holders f o r implementation concepts 
t o underpin the wholistic theory of job design. The data indicated support 
f o r a l l the implementation propositions, indeed a very strong support f o r a 
large number of them. 
Data indicated that no matter what p r i o r support any implementation 
concept may have had, only the s i t u a t i o n a l r e a l i t y can determine which 
concepts have relevance and immediacy. 
Notwithstanding the foregoing caveat on specific cases, a general 
conclusion from the study would be that implementation concepts such as those 
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used i n t h i s study could be incorporated by organisations i n t o a job design 
charter. 
I t i s possible that some organisations may already possess a job design 
charter (or i t s equivalent), although the survey reported i n Chapter 6 
indicated that t h i s i s u n l i k e l y t o be the case with a vast majority of them. 
For those organisations already having a job design charter, a comparison with 
the propositions tested f o r support i n t h i s study could be valuable. For those 
organisations not having a job design charter but wishing to have one, the 
framing of i t could be helped through adopting some of the propositions f o r 
which the strongest support has been shown i n the current study. The adoption 
should be carried out i n the l i g h t of the organisation's experience, i t s needs 
and i t s circumstances. The propositions used i n the study could be modified 
t o f i t an organisation's culture without necessarily changing the substantive 
ingredient. Further propositions, r e f l e c t i n g other facets of the wholistic 
theory could be added, i n accordance with the needs of the organisation. 
The suggestion f o r adopting job design charters i s based on the desira-
b i l i t y of i n s t i t u t i o n a l i s i n g job design practices evenly throughout the whole 
organisation. I n other management areas where systematic, organisation-wide 
po l i c i e s are known t o pay dividends (e.g. i n areas of accountancy, finance 
and technology) company-wide pol i c i e s are adopted. Thus, the author's 
suggestion, based on evidence presented i n Chapter 1, i s a recommendation f o r 
extending an aspect of the personnel policy t o the l e v e l of single jobs. 
Note that the job design charter emerging from the incorporation of 
implementation propositions would be essentially of an operational type; no 
abstract rationale or loose and undefined (but seductively pleasing) concepts, 
e.g. 'raising the q u a l i t y of l i f e ' , or 'democracy' are involved. Yet, given 
the fusion of i n d i v i d u a l and organisational heuristics t h a t should be achieved 
as the result of having a ca r e f u l l y expressed job design charter, a l l these 
outcomes are l i k e l y t o emerge as a consequence. 
I , 
Chapter 1 3 
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CHAPTER 13 
' FINALE; RESEARCH PERSPECTIVES 
Introduction 
The preceding 12 chapters provide both ( i ) the main l i t e r a t u r e reported 
findings that constitute the core material f o r the various perspectives on 
job design that the author holds as important, and ( i i ) reports on the work 
undertaken by the author. 
I r o n i c a l l y , given the length of the thesis, the. author finds himself 
with more unused material, more relevant learning from l i t e r a t u r e studied, 
more insights gained through discussions and debate with research p a r t i c i -
pants and colleagues, than the material he has been able t o put i n t o the 
thesiso 
I n a thesis one can only summarise by choosing from the learning 
achieved through a fascinating, challenging, and at times-'difficult but 
ulti m a t e l y rewarding period of research., 
I n t h i s , the f i n a l chapter, then, the author's intent i s t o : 
1 . Provide overviews on the research undertaking as w e l l as the research 
findings. 
2. Present some perspectives on research (theory and methods) similar t o 
but d i f f e r e n t from those of the author. 
The .chapter consists of the following s i x sections: 
1 3 . 1 The argument of the thesis 
13«2 An overview of research philosophy and study conduct 
1 3 » 3 Techniques close t o but d i f f e r e n t from those either 
developed or used by author 
1 3 • k Measures and measurement 
1 3 » 5 Assumption on the nature of the job 
1 3 • 6 Overall assessment of work 
1 3 o l » The argument of the thesis 
Within the body of the thesis arguments at various level s , and on 
d i f f e r e n t aspects, of job design have been presentedo I n t h i s section two 
things are attempted: 
Is To present a summary of the main arguments i n proposition form 
2 o To present a b r i e f overview statement 
1 3 o l o l o A summary of the main arguments i n the thesis 
lo The rationale f o r job design should be t o ensure the following two types 
of balance w i t h i n a job: 
( i ) Balance between, on the one hand, the needs, wants and 
a b i l i t i e s of the job holder and, on the other hand, the 
needs, wants and resources of the organisation-
( i i ) Balance f o r the i n d i v i d u a l between his needs, his wants 
and his a b i l i t i e s ; and' f o r the organisation between i t s 
needs, opportunities and resources 0 
Thus, the design of extant jobs would need t o be evaluated (or measured) 
to f i n d out whether conditions of imbalance exist» Job redesign e f f o r t 
would then be directed t o creating balances where previously imbalances 
obtainedo 
2 * The balance points f o r jobs are derived from four parameters of jobs, 
which are themselves linked (two apiece) t o the two parties involved i n 
a job contracto These four job parameters are; 
- Those derived from the i n d i v i d u a l 
( i ) Inputs t o job - the q u a l i t y , quantity and timing of 
i n d i v i d u a l e f f o r t and commitment t o job 
( i i ) Outputs from job - the d e s i r a b i l i t y of the q u a l i t y , 
quantity and timing of the outputs 
- Those derived from the organisation;-
( i i i ) Inputs t o the job -
(a) The nature of work allocated and the q u a l i t y , quantity 
and timing of resources made available t o job holder. 
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(b) The q u a l i t y , quantity and timing of rewards given 
t o job holder 
( i v ) Outputs t o job - the performance acceptability i n terms of 
q u a l i t y , quantity and timing 
(Note: Seven balance points (or balances) are outlined i n Chapter 1 1 ) . 
3 o The p r i n c i p l e of equity should be the governing factor i n determining 
whether or not a balance exists. The p r i n c i p l e of equity i s applied at 
three l e v e l s : 
( i ) At the l e v e l of the individual/organisation interface, i<>e. 
the job, where the job holder and the organisation are the 
main parties. 
( i i ) As a comparison, between single job holders and others 
holding comparable positions w i t h i n the organisation, 
( i i i ) As a comparison between groups of (or single) jobs w i t h i n 
the organisation, and comparable jobs outwith the organisation. 
I n t h i s comparison the r e l a t i v e standing of the two organisa-
tions would also be a factor i n the comparison. 
4» The e f f o r t at redesign should be directed not only at achieving transient 
balances but should have future balances i n perspective. By way of 
elaboration two specific items are presented: 
(A) Accommodating change f o r both the i n d i v i d u a l and the organisation. 
For the i n d i v i d u a l : I f f o r an i n d i v i d u a l the following conditions 
obtain:-
( i ) His inputs i n t o the job are at the l i m i t s of his 
immediate s k i l l , knowledge, l e v e l , 
( i i ) His-current rewards are commensurate with his current 
input. 
( i i i ) He would l i k e t o improve his s k i l l s so as t o earn 
higher rewards. 
then opportunities should be provided xrithin the current design t o 
f a c i l i t a t e a match between aspiration and current standing. 
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For the organisation; Training f o r movement t o allow f o r changes 
i n the nature of the work (job obsolescence) and changes w i t h i n 
the organisation (expansion/contraction! resignation/noticesj 
e t c . ) . 
(B) Respecting freedpnu Neither the freedom of the i n d i v i d u a l nor that 
of the organisation t o terminate the job contract should be c u r t a i l e d , 
at any time or i n any way. 
5 . The process of job design i s : -
( i ) Essentially a redesign process i n which the u n i t of evaluation 
(or r3asurement) i s a single job. 
( i i ) Such th a t single jobs cannot be redesigned (except where minor 0 
modifications are introduced)o Thus, f o r job redesign an 
operational requirement i s the delineation of the f o c a l u n i t 
(comprising a cluster of i n t e r - r e l a t e d jobs having more t o do 
with each other than with jobs outside the cluster)<. As 
evaluation and redesign e f f o r t i s directed only at the f o c a l 
u n i t , no statement of either the state of the design or of the 
repercussionary effects of interchange can be made with respect 
t o jobs outside the f o c a l u n i t , 
( i i i ) The rationale f o r job design being to ensure the existence of 
balances, the e f f o r t i n evaluating the design should be directed 
at diagnosing the causes of a lack of balance, i f such exis t s . 
( i v ) For diagnosing the lack of balance two types of information are 
required. The two types are: 
- The experience-in-job of each job holder and, f o r 
each job holder the experience-in-job of the role-set 
corresponding t o i t . 
- For each job, description of the job as perceived by 
the job holder and as perceived by his role-set. 
Thus, the sources of information required f o r redesign are the 
job holder and his role-set. -
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(v) To f a c i l i t a t e and enhance accuracy i n diagnosis, the information 
should be i n the language of the job incumbents themselves since 
i t i s f o r them as wel l as f o r the organisation that the designs 
of jobs are evaluated and redesign undertaken. 
1 3 » l o 2 . A b r i e f overview statement 
l o Current organisational practices, t y p i f i e d by the use of di f f e r e n t 
procedures f o r dealing with d i f f e r e n t aspects of the design of a job, 
could be regarded as at worst i n s u f f i c i e n t and at best i n e f f e c t i v e f o r 
achieving balances i n the design. Successful application of these 
procedures results i n facet adjustments. Adjustments t o the job through 
concentration on one facet at a time, (even though by taking one facet 
at a time the whole job may thereby be covered piecemeal), make the 
l i k e l i h o o d of achieving o v e r a l l adjustment a chance occurrence. By 
adopting the job design process advocated by the author and using a 
wholistic theory of job design, the pr o b a b i l i t y of achieving w e l l balanced 
jobs would be that much increased. 
2 . Managerial job design should be a positive process based on theory related 
propositions which themselves, i n t u r n , should be derived from the 
recognition that the design of a job i s l i k e l y t o meet greater acceptance 
than would otherwise be the case, where i t simultaneously supports, and 
attempts t o bring about, i n d i v i d u a l and organisation effectiveness and 
eff i c i e n c y . The concept of equity i s therefore of import. 
3 » For synthesis t o be pro-actively undertaken, where pro-active undertaking 
would have the add i t i o n a l benefit of job design being invoked prophylac-
t i c a l l y rather than curatively, specialised systems f o r the c o l l e c t i o n 
of detailed personal and task information would have to be created and 
used on an ongoing basis. These systems, on account of t h e i r ongoing 
nature as wel l as f o r the fact that personal information i s called f o r , 
would have t o be accepted even i f on a consensus basis, by those running 
and contributing t o them. Further, because w i t h i n organisations, 
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comparisons (say, on job load, remuneration, opportunities, etc.) are 
often the basis of i n d i v i d u a l and organisational expectation, i n s t i t u -
t i o n a l i s a t i o n of the concepts, systems and procedures would be necessary. 
4. The information collected should be of a q u a l i t y which lends i t s e l f t o 
locating current, and foreseen, defects i n the design of single and 
related jobs. 
5<> Within the body of the thesis are presented boths-
( i ) a theory of managerial job design; and 
( i i ) a methodology and derived techniques f o r designing managerial 
jobs i n a manner consistent with the theory. 
For the author t o ar r i v e at the arguments w i t h i n the thesis, as w e l l as 
those contained i n the conclusion, the research philosophy carried by the 
author, and which energised his research e f f o r t , i s clearl y of importance. 
The author's research philosophy i s explained i n the following section. 
1 3 ° 2 o An overview of research philosophy and study conduct 
That a social science research report i s a product of the researcher's 
past experience as w e l l as what he set out t o do and how he achieved i t , 
may t o some be axiomatic. The author started h i s work on managerial job 
design a f t e r an e a r l i e r research experience. I n the e a r l i e r research s e t t i n g , 
on the f i r s t meeting the supervisor drew two c i r c l e s on the blackboard, t o 
represent the states of s t a r t and f i n i s h of the research undertaking about 
to begin. He drew a l i n e between them t o show the envisaged path. 
The process of research was then explained, t o the author, as one of 
making attempts t o gather relevant evidence, master relevant techniques, 
generate own ideas and col l e c t own data, a l l the time pushing the boundary 
towards the f i n i s h i n g l i n e . However, and t h i s was stressed, a research 
endeavour i s a journey i n t o the unknown. Therefore i f at any stage a problem 
were encountered, the nature of which was such that i t s solution would 
require considerable e f f o r t , (say the deviation of the prescribed research 
period), and at the same time, i t s solution was necessary f o r moving forward 
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towards the e a r l i e r assigned goal, then at that point the researcher should 
end the research e f f o r t at the solution of the more immediate problem. The 
immediate findings could then be u t i l i s e d by researchers aiming f o r the same 
intended f i n i s h . 
The whole s i t u a t i o n described above i s shown i n the diagram of Figure 
1 3 . 1 , where the broken l i n e indicates ( i ) the difference between 'actual' and 
'intended' f i n i s h , and ( i i ) how the 'actual' f i n i s h of one researcher can 
help subsequent researchers t o a r r i v e at the e a r l i e r intended f i n i s h . 
f i n i s h 
Intended! 
•J f i n i s h Start 
Figure 1 3 o l : A Research Perspective 
The purpose of narrating the above, e a r l i e r experience, i s t o set the 
scene f o r describing the s p i r i t i n which the research currently being 
reported was undertaken. 
The job design research e f f o r t began with l i t e r a t u r e perusal. The 
facets covered w i t h i n job design l i t e r a t u r e i t s e l f are numerous and the 
author's reading of the l i t e r a t u r e on the nature of the managerial job' and 
'organisational behaviour' indicated the necessity of incorporating other 
facets i n t o the theory, and methodology of management job design. 
The perspective gained, by the author, from t h i s stage of his work 
indicated t o him the necessity of following the 'Grounded theory' approach 
to his own research. However, the author's own e a r l i e r research experience 
suggested that the work undertaken should follow a stepwise structure, where 
each study would b u i l d on the data and findings of the study(i.es) preceding 
i t . 
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For the studies conducted by the author, thus, an apt description would 
be 'Cascade Study Design', where study data led t o theory buil d i n g and theory 
building i n t u r n led t o furt h e r investigation,, The remainder of t h i s section, 
s p l i t i n t o two subsections, consists of a description of the salient features 
and outcomes of t h i s cascade approach.. 
1 3 . 2 . 1 . Coherence of the studies undertaken with specific reference t o those 
based on questionnaires' 
The f i r s t f i v e chapters of the thesis present the essential arguments 
which prompted the author t o conduct 4 questionnaire based studies and an 
action research study. While no questionnaire was used i n the action research 
study, two questionnaires were used i n one of the questionnaire-based studies; 
the other three studies each used one questionnaire. A l l but one of the 
questionnaire based studies, (the Heuristics study, Chapter 1 0 , being the 
exception), were planned at the outset. Figure 1 3 . 2 summarises i n tabular 
form the development and report sequence f o r the questionnaire based studies. 
Note the document number was printed on the cover, i 0 e . f r o n t page, of each 
questionnaire. The f i r s t four studies were planned i n outline early i n the 
author's research but the ideas fox* the Heuristics study emerged as a conse-
quence of undertaking both the e a r l i e r four studies and the t h e o r e t i c a l b u i l d 
up presented i n Chapters 6 t o 9 « The Heuristics study i n t u r n provided some 
Document 
Ref.No. 
Reported i n 
chapter Purpose of study 
MJC/79/4 Chapter 6 Investigation of job design practices and 
method by which organisations attempt t o 
achieve individual/organisation interface f i t 
MJC/79/3 
MJC/79/2 
Chapter 7 Investigation of job design primitives 
affected i n modification t o jobs 
MJC/79/1 Chapter 1 2 Investigation of support for job design. 
Implementation concepts f o r the wh o l i s t i c 
theory of job design 
MJC/79/5 Chapter 1 0 Investigation of linkage between some job 
design constructs 
Figure 13.2; The development and report sequence of the questionnaire 
based studies 
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of the arguments which give coherence t o the theory of job balances 
presented i n Chapter 1 0 . 
The author's planned i n t e r a c t i o n between theory and application through-
out the research was put i n t o practice f o r a period of over four years. 
Elements of an emerging theory were c l a s s i f i e d or polished as the resul t of 
insights..gained by data (questionnaires, interviews or observation); I n 
the f i r s t and the l a s t studies only the questionnaire methodology was used. 
The f i r s t study provided the frame of reference w i t h i n which observation and 
interviews could be sharpened and rendered more perceptive as a r e s u l t of 
both wider reading and questionnaire response analysis. 
I t i s d i f f i c u l t , therefore, f o r the author t o separate the review of 
his research i n t o neat and defined groupings such as l i t e r a t u r e , question-
naire r e s u l t s , interviews and observation since his research was not only 
based on systems thinking - the research process i t s e l f manifested a systems 
approach. 
Nevertheless, the author wishes t o review his research strategy i n order 
to show the reader how the effect of t h i s strategy i s t o produce a whole x^hich 
i s greater than the sum of i t s parts. This review i s presented i n the next 
subsection. 
1 3 . 2 . 2 . Feedforward connectivity and immediate conclusions from f i e l d studies 
A f t e r an extensive l i t e r a t u r e review (reported i n Chapters 1 - 5 ) , the 
author came to the following conclusions: 
1 . Existing theories of managerial job design were based on 
'de f i c i e n t ' c r i t e r i a . 
2 . Existing theories of managerial job design were usually based 
on job characteristics, and were often stated i n ways that 
conflated the c r i t e r i a (measures) and the characteristics 
(the manipulatable variables of j o b ) . 
3 ° The methodologies which were supposed t o support the theories 
were oftentimes themselves deficient f o r the task. 
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Arguments which prompted the above conclusions were presented i n Chapter 5 » 
The connectivities between the various studies, organised w i t h the Cascade 
Approach, w i l l now be described. 
An overview of the research undertaken by the author, together with the 
l i n k s between each element of the whole research i s presented i n Figure 1.8 
(Chapter l ) . The author w i l l here b r i e f l y narrate the results of the p i c t o r i a l 
plan presented diagramatically i n Figure 1.8. 
Altogether, including the action research, f i v e studies were conducted. 
In,the narrative t o follow, each of these studies w i l l be taken up i n t u r n and 
a description w i l l be given of i t s 'o v e r a l l ' contribution. I n the discussion, 
the o v e r a l l contribution w i l l be s p l i t i n t o two parts: 
( i ) Immediate outcomes 
( i i ) Contribution t o succeeding studies 
The purpose of adopting the above-mentioned, two facet, method of describing 
i s t o underline simultaneously, the stand-alone, and the connected, nature 
of the o v e r a l l research plan. The word 'overall' i s used only i n a l i m i t e d 
sense. The use i s intended t o f a c i l i t a t e the dichotomy: immediate and. 
contributory. I t i s not intended t o imply ' t o t a l ' . For b r e v i t y , only salient 
items w i l l be focussed upon. 
I . The .job design_ survey 
The f i r s t study reported i n Chapter 6 was the managerial job design 
survey. The immediate outcomes of the survey were: 
1. Data indicating that organisations were more-inclined towards endeavour 
t o achieve the individual/organisation interface through recruitment/ 
assignment than through job design. 
2. Data indicating that w i t h i n those organisations \tfhere job design was 
indeed attempted, the l i k e l i h o o d of some senior manager attempting to 
introduce and use the techniques of job design u n i l a t e r a l l y was higher . 
than the l i k e l i h o o d of job design being an i n s t i t u t i o n a l i s e d process. 
3 » Data indicating that job facet s t a b i l i t y was being attempted through 
d i f f e r e n t processes and procedures i n a large number of organisations. 
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Within these job facet s t a b i l i t y processes are items such as job 
evaluation, MBO job descriptions, etc. 
4» Information derived from the data collected which enabled the author 
t o construct the measures on the q u a l i t y of the design of the job. 
The contributing value of the study t o progressing the o v e r a l l research 
e f f o r t was: 
1 . To the .job modification studies 
The concept of 'the measures of job' was tested i n two ways:-
( i ) Whether the reasons f o r introducing modifications t o jobs were 
such th a t these could be mapped onto the measures of jobs, 
( i i ) Whether changes along the primitives or characteristics of 
jobs could be s a t i s f a c t o r i l y mapped onto the measures by the 
respondents. 
2. To the d e f i n i t i o n of characterisation f o r the .job design methodology 
The study showed t h a t , by and large, organisations suffered from a s u r f e i t 
of managerial techniques which impinged on the shape of the job. I t seemed 
l i k e l y , therefore, that job design as a concept would be accepted more 
readily i n practice i f the methodology f o r implementing i t were capable 
either of replacing some present systems or at least complementing them, 
so that t h e i r own independent application was thereby rendered more 
e f f e c t i v e . 
The study also showed that i n designing a pa r t i c u l a r job, the p a r t i c i -
pation of others (e.g. boss, peer group, subordinates, etc.) was almost 
certain t o be required. Therefore a methodology that permitted communi-
cation between the job holder and his role-set was more l i k e l y t o serve 
the purpose of job design and thus f i n d more ready acceptance than other 
methodologies. 
3* To action research study 
The survey indicated that individuals formed opinions of t h e i r own jobs 
through comparing t h e i r own job position with that of others; that they 
looked t o the present as a precursor t o a job i n the future; that 
interpersonal p o l i t i c s often shaded t h e i r views. Readings i n organi-
sational l i t e r a t u r e made the author realise that some of the problems 
emerging from the above-listed considerations may not get a r t i c u l a t e d 
t o those i n positions most l i k e l y t o r e c t i f y them. Thus the author 
formed the opinion that i n evaluating the design of a managerial job,, 
a clinical-diagnostic approach could w e l l be appropriate, at least 
i n i t i a l l y . Further, the data had indicated that the job holders may 
w e l l perceive senior management t o be more concerned with outputs than 
with inputs, where inputs and outputs r e f e r t o the process of work, rather 
than t o the job. 
l i t e r a t u r e on recruitment had indicated that at the time of entry i n t o 
the organisation, i t i s l i k e l y t o be the case that individuals are judged 
not only f o r appropriateness f o r the considered job but also f o r t h e i r 
s u i t a b i l i t y and fi t n e s s i n the future. The data from the survey was 
construed by the author t o imply t h a t , at least i n some cases, once the 
in d i v i d u a l was w i t h i n the organisation his s u i t a b i l i t y f o r a pa r t i c u l a r 
job might be less w e l l thought through than was his s u i t a b i l i t y f o r the 
i n i t i a l appointment. 
To the Heuristics Study 
Although t h i s study was not i n i t i a l l y planned, i t both added t o , and 
provided l i n k s between, the pool of ideas developing w i t h i n the author's 
mind. I n the interest of br e v i t y - only two ideas provided by the 
survey w i l l be presented, and then only b r i e f l y . 
( i ) The money facet of .job. The 'study indicated a l o t of 
in d i v i d u a l and organisational concern f o r ensuring that 
remuneration was i n alignment with the work done by 
individuals. 
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( i i ) Organisational p o l i c i e s 0 To the author the survey indicated 
that f o r job design t o become ah i n t e g r a l and ongoing under-
taking w i t h i n an organisation i t would be necessary t o have 
an organisational job design policy,. 
The above conclusions were, however, at variance with certain e x i s t i n g 
job design theories - see Chapter 5 ° 
5 ° To the d e f i n i t i o n of .job balance points 
The c l a s s i f i c a t i o n by the author of over three hundred primitives f o r 
characterising jobs and individuals, which led t o the d e f i n i t i o n of the 
measures of job, also suggested that as some of these depicted inputs 
t o jthe job (both from the organisation and from the job holder) and some 
depicted outputs (again both from the i n d i v i d u a l and from the organisa-
t i o n ) some balances between them may w e l l be necessary i n a w e l l designed 
managerial jobo This statement i s t o some extent made with hindsight. 
At the time, the concept of balances was simply added to the pool of ideas 
i n the author's mind. 
Overall, then, the f i r s t study, the managerial job design, survey, was 
exploratory; the data provided some immediate outcomes but, and t h i s was more 
important, i t provided the material sought f o r fu r t h e r i n g the research. Another 
important aspect of t h i s study was the r e a l i s a t i o n gained by the author t h a t 
unless a researcher i s seeking hypothesis v a l i d a t i o n , where he i s looking f o r 
either the 'yes', 'no' or 'the degree of agreement with posited perspectives', 
there was a need t o supplement questionnaires with interviews whenever possible* 
This conclusion was reached by the author through the d i f f i c u l t y experienced 
i n the c l a s s i f i c a t i o n of data collected i n the open-ended items. For t h i s 
reason, an exception-based, random interview protocol was included i n the 
design of the job modification study. 
I I . Job modification study 
The immediate outcomes of t h i s study (reported i n f u l l i n Chapter 7 ) > 
were? 
l o The data supported the 'Measures of the q u a l i t y of the design of a job' 
as a suitable set of constructs f o r t h e i r intended use. • -
2 o The data showed t h a t , i n organisations having an organisation-wide job 
design policy, concern f o r the design of the job was l i k e l y t o have such 
an influence on any modification made t o jobs, that the q u a l i t y of the 
design of managerial jobs was higher than i n organisations not having 
such a job design policy,, 
3 ° The data on the job design primitives r e f l e c t e d on d i f f e r e n t aspects, 
most of which require q u a l i f i c a t i o n . However, the important conclusion, 
requiring no q u a l i f i c a t i o n , was that a theory of job design posited i n 
terms of job primitives (characteristics) would always be incomplete, 
because the number of primitives i n terms of which a job may be 
characterised i s p r a c t i c a l l y unlimited., 
The conclusions requiring q u a l i f i c a t i o n are those related t o how the 
changes (whether incremental or de-loading) on the p r i m i t i v e resulted i n 
movements on the measure,, The q u a l i f i c a t i o n required i s that the changes 
were described but the a b - i n i t i o value remained unknown. Within t h i s 
qualifying remark, then, the study showed some primitives having greater 
propensity f o r e l i c i t i n g changes on the measures, and yet the degree of 
changes on the three measures, f o r a given change on the p r i m i t i v e , was 
di f f e r e n t o 
The contributing value of t h i s study t o other work w i l l now be presented. 
1. .To the d e f i n i t i o n of characteristics f o r .job design methodology 
The data from the study clea r l y showed that redesign of a single job i s 
most u n l i k e l y t o be possible - only a group of jobs can be redesigned, 
and even here a 'transfer' (of work or people) may be necessary. This 
r e a l i s a t i o n l ed t o the d e f i n i t i o n of the 3 units (the interchange u n i t , 
the f o c a l u n i t , and the unit of measurement) of the job design process. 
The data from the study indicated that individuals preferred t o have 
c l a r i t y i n t h e i r job relationships regarding the expectations of t h e i r 
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role-set; they were also, t o varying degrees, responsible for operation-
a l i s i n g t h e i r own jobs. Such considerations led t o the introduction of 
"permitting the job holder t o explore the boundary of his job", as a 
desirable characteristic f o r the job design methodology. 
2. To the action research study 
The interviews with the respondents led the author t o realise how 
d i f f i c u l t i t sometimes i s f o r individuals t o pinpoint the reasons f o r 
the i l l s they perceive and experience. 
Further, individuals often admitted that they had t o l d the author 
more of t h e i r feelings regarding t h e i r job than they would -dare a r t i c u l a t e 
w i t h i n t h e i r job environment. The author f e l t that the term job environ-
ment was a "cover-up term", f o r t h e i r colleagues often knew and shared 
some of the feelings. Therefore, the author interpreted that the r e f e r -
ence was t o open discussions with people occupying positions of higher 
authority - the very people, i n other words, who were most l i k e l y t o be 
able t o effect b e n e f i c i a l modifications. Some of these individuals (the 
respondent class) having never been asked t o a i r t h e i r views, had assumed 
that t o do so under t h e i r own i n i t i a t i v e would i n some way be detrimental 
to t h e i r future wellbeing. Others having o f f i c i a l l y been provided with 
such opportunities could ' r e c a l l ' what happened t o the l a s t person who 
accepted the o f f i c i a l o f f e r i n good f a i t h . 
Evidence such as the above led the author t o envisage the value i n 
having an outsider (say an i n t e r n a l or external job design consultant) 
who could help i n locating not only the imbalances i n the design of jobs 
but also the causes of such imbalances. Such a consultant being distanced 
from everyday interactions with the role-set could bring a degree of 
o b j e c t i v i t y t o the discussion and f i n a l l y could inspire t r u s t . 
3 « To the Heuristics Study 
The data from the job modification study c l e a r l y indicated increase i n 
remuneration consistently, invariably, affected the job s a t i s f a c t i o n measure 
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i n a positive way, i . e . increased job s a t i s f a c t i o n . However, t h i s 
increase was greatest when the accompanying changes provided the job 
holder with greater control over his own work. On the other hand, control 
over work i t s e l f sometimes evoked negative effects on job s a t i s f a c t i o n . 
Where t h i s negative effect did occur, from increase i n control, salary 
was not at the same time increased. 
Thus, the data indicated that the relationships i n the underlying 
variables of the Herzberg type, were l i k e l y t o be of great import. At 
t h i s point the author converged on the notion of the study t o investigate 
the relationships between job primitives, • which emerged as the Heuristics 
Study i n Chapter 10. 
4. To the d e f i n i t i o n of .job balance points 
Respondents c l e a r l y f e l t that certain balances should obtain w i t h i n a job. 
This perspective comes out from the data discussion i n the foregoing 
section but even greater support f o r the argument was gained from the 
interviews. I n f a c t , the participants indicated a conceptualisation of 
balances so strongly that the author was led t o expect demands of t h i s 
kind i n the action research study. One re s u l t of t h i s study was t o direct 
the author's l i t e r a t u r e perusal deeper i n t o concepts of balances and. 
equity. 
H I . Action research 
The immediate outcomes of t h i s study, ( f u l l y documented i n Chapter 9)> 
were:-
1. The author's conclusion that the research on the nature of managerial jobs 
(as reported i n Chapter 3) (or the philosophies regarding the managerial 
job) were l i k e l y t o be of only l i m i t e d use i n the design of jobs: either 
the l e v e l of abstraction would be so high as t o reduce t h e i r u t i l i t y , or 
the d e t a i l s contained therein would preclude comprehensiveness. 
2. From the evidence generated during the research the author concluded 
that the Expectations Approach methodology, and s p e c i f i c a l l y the job audit 
oi 
procedure developed therefrom, the t e s t i n g of which was one of the main 
purposes of conducting the study, was eminently suitable and appropriate 
as a methodology f o r managerial job design; undertaken i n a c l i n i c a l , 
diagnosing, s e t t i n g . The author recommends i t s use i n the envisaged 
settings depicted i n the diagram of Figure 1 3 ° 3 o The diagram i s drawn 
with two sets of people i n mind, and considerations of overlap between 
these two sets of peopleo The two sets of people are;-
( i ) the job holders f o r whom the jobs are t o be designed; 
( i i ) job designers, the people who are responsible f o r the design. 
i 
POSITION A Job holders Job designers 
POSITION B 
Figure 13°3s Settings f o r the use i n .job design of the 
E.A. based job audit procedure 
I n Position A, the job holders are not a party t o the job design process,, 
Position B shows a s i t u a t i o n where job designers and job holders are one 
and the same people, i . e . individuals who require no external authorisa-
t i o n t o introduce changes. Between these two extreme positions, any 
number of situations are possible; one such intermediate s i t u a t i o n i s 
depicted i n the diagram. 
I t i s l i k e l y t o be h e l p f u l t o use a consultant ( i n t e r n a l or external) 
i n situations where the overlap between the two sets (job designers and 
job holders) i s less than t o t a l . A corollary t o t h i s would be that the 
greater the d i s t i n c t i o n between the two sets the greater the l i k e l i h o o d 
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f o r the requirement of a consultant 0 
(Note: the above model of settings and the explanation assume the 
application of the substantive elements of the author's theory of job 
design)o 
The contributory value of t h i s study was; 
( 1 ) To the Heursties Study 
From the research e f f o r t , as w e l l as i n discussion with contacts 
established with those not immediately covered by the study (but who never-
theless had work related intercourse with the study group), i t became 
abundantly clear t o the author that individuals expect certain patterns w i t h i n 
t h e i r gob context and content: they 'know' that certain things are the l i k e l y 
outcomes of certain preceding events and conditions,, For example, t o get a 
promotion t h e i r successful work has to come t o the notice of the superiors, 
but f o r t h i s work t o merit appreciation and recognition the boss has f i r s t t o 
assign them tasks the accomplishment of which would require a b i l i t y and 
ingenuity 0 Given the chain type of linkage jus t described, the author decided 
t o undertake the Heuristics Study, the prime purpose of which was t o i n v e s t i -
gate predetermining relationships envisaged by a sample of managerial position 
holderso 
(2) To the d e f i n i t i o n of job balance points study 
The study c l e a r l y indicated that the members of the researched group 
conceptualised the job as an a r t i f a c t t o which they, no t i o n a l l y , simultaneously 
affected t h e i r own and t h e i r organisation's effectiveness and efficiency» 
The concept of balances, inherent t o the notion of 'chain' discussed i n 
the foregoing subheading, came out i n other ways. For example, i n discussions 
on the a b i l i t y they possessed and that demanded by the work assigned t o them 
the concept of balance i s inherent« So also i s i t present i n the juxtaposing 
of concepts l i k e 
( i ) rewards commensurate with work 
( i i ) adequacy of the resources f o r successful completion of the 
task 
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Thus, the concept that f o r a job t o be considered w e l l designed balances 
wi t h respect to certain parameters would have 'to obtain was f i r m l y mooted. 
IVo The Heuristics Study 
This study was not i n i t i a l l y planned but the momentum f o r i t developed 
as the data and analysis from the foregoing studies progressed,. The data 
from the Heuristics Study cl e a r l y indicates that organisational policies are 
the key t o most ongoing a c t i v i t i e s which determine both the job contents and 
the experience-in-job drawn by the job holders 
I t was c l e a r l y indicated that 'relationship with boss' (often verbalised 
as 'contact') was an important consideration i n the way incumbents described 
I 
the defects they perceived i n the design of t h e i r jobs. The study c l e a r l y 
demonstrated the value of money: 
( i ) as a motivator 
( i i ) as a surrogate of recognition 
( i i i ) as an outcome of achievement i n job 
Other outcomes of t h i s study important to motivation research are 
noted i n Chapter 11, where the study i s f u l l y reportedo 
Vo The assessment of implementation concepts study 
As clea r l y shown i n Figure 13»2, t h i s was planned as the l a s t study. 
The planned purpose of t h i s study was the investigation of support f o r 
implementation.concepts ( i n the form of proposition), derived from wholistic 
theory of job design and related to the proposed methodology of managerial 
job design* 
I n t h i s study a number of concepts which emerged from the previous 
studies were tested f o r acceptability. 
Only a small set of implementation concepts were investigated f o r 
support. Data indicated high acceptability f o r a l l the propositions; indeed 
a very high degree of support f o r most of them„ The fact that a large number 
of study participants wrote down t h e i r owi proposals on implementation concepts 
indicated on one side the participants' interest i n the study and on the 
xcs Stud 
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other, possibly, the vast number of ways i n which imbalances can occur. 
Concluding remarks 
Having described how the data of each i n d i v i d u a l study produced results 
which were of immediate interest and how each study (save the l a s t one) 
generated compelling evidence f o r the subsequent work, the section w i l l be 
closed with the following two notes? 
(a) The author's o r i g i n a l research plan proved workable and f l e x i b l e 
enough f o r the parts t o draw from each other. 
(b) The plan was s u f f i c i e n t l y robust for the researcher t o add a 
further study (i«e. the Heuristics Study), f i r s t l y , without 
undermining the o r i g i n a l plan, and secondly, rather strengthening 
the o r i g i n a l plan. 
I n the next section are discussed considerations entering i n t o the choice 
of respondents f o r the questionnaire-based studies. 
1 3 « 3 » Overview of the methods of recruitment 6f study participants 
Details .of the method of r e c r u i t i n g respondents f o r the questionnaire-
based studies are presented w i t h i n the chapters reporting the studies* The 
author wishes here t o discuss the strengths and weaknesses of the methods 
of recruitment used. Before discussing the p a r t i c u l a r method used fo r 
specific studies, the author deems i t worthwhile t o state the most important 
purpose of the studies undertaken: 
the accumulation of succeedingly directed and detailed knowledge. 
The above description holds f o r a l l the studies save the l a s t i n which the 
objective was the ascertainment of support f o r job design implementation 
concepts. As the thesis i s devoted t o management jobs, the fundamental 
consideration, f o r each study, was that the respondents be management 
position holders. 
The method of recruitment f o r each of the questionnaire-based studies 
w i l l now be discussed. 
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The .job design survey 
This study i s reported i n Chapter 6. The author delineated the essential 
characteristics required of the respondents t o be: 
f t h i n k i n g , trained, knowledgeable of the topic and aware of 
the organisational events and'processes*. 
From t h i s , one p o s s i b i l i t y was those employed t o improve the q u a l i t y of working 
l i f e and effectiveness: Personnel, Development and Training Managers. The 
author, however, saw job design as a l i n e , as opposed t o s t a f f , a c t i v i t y . 
I n any case, the success of the s t a f f a c t i v i t y could be evaluated by responses 
from those holding the l i n e jobs. 
The author, having decided against c o l l e c t i n g information solely from 
Personnel or Development Managers, faced the task, of contacting i n d i v i d u a l 
managerial position holders who would w i l l i n g l y p a rticipate i n the survey. 
During the development of the questionnaire, the author realised t h a t , 
i n the choice of participants, an important consideration was the nature of 
the information which the author wished t o generate: 
1 . The questionnaire required an in-depth knowledge of the job-related 
issues w i t h i n the organisation, as w e l l as a reasonable knowledge of 
terminology i n these issues. The issue of terminology was important 
f o r , f o r the respondent to say fno' t o a query (say, implying the 
p a r t i c u l a r job facet a c t i v i t y addressed did not take place i n h i s 
organisation), he had f i r s t t o understand what the author was 
seeking information on. 
2 . The p i l o t study participants had, by consensus, opined that the 
instrument, on account of i t s comprehensiveness, c a l l e d f o r a, l o t of 
e f f o r t from the individuals completing i t . Their conclusion was that 
the rate of questionnaire completion would be that much higher i f 
those required t o participate were w e l l disposed and i n c l i n e d to 
academic research. 
(Note: Individual participants were not receiving anything i n return f o r 
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completing the questionnaire, other than what they might learn through 
completing the instrument i t s e l f ) . 
Thus, the p r i o r requirements f o r the study were th a t the respondents 
be knowledgeable about p o s s i b i l i t i e s of, and opportunities for> improvement 
and r e a l i s i n g of the nature of problems faced w i t h i n t h e i r organisations; 
at the same time, i t was also the author's considered judgement that the 
respondents would need t o be a r t i c u l a t e , able, and confident enough t o be 
able t o describe t h e i r own th i n k i n g . Note that 'most of the items i n t h i s 
questionnaire were open-ended. 
The use of the BGA register provided exactly the population the author 
sought. I t contained a cross-section of h i e r a r c h i c a l levels not available 
f o r example i n the I n s t i t u t e of Directors' l i s t (an alternative considered 
but discarded f o r the reason stated). The BGA r e g i s t e r provided names and 
addresses (both business and r e s i d e n t i a l ) f o r i t s members. Further, the 
author judged t h a t : 
1 . Individuals who had themselves gone through Business School would be 
more l i k e l y t o be knowledgeable i n terminology. 
2 . Individuals who had themselves gone through Business School t r a i n i n g 
could be regarded as having a l e v e l of knowledge s u f f i c i e n t t o decide 
on the importance and operational relevance of the author's research 
endeavour. 
(The author realised that t h i s could w e l l rebound on him i f his work 
and his questionnaire were judged not t o be relevant). 
The p o t e n t i a l i t y of using the BGA register had t o be balanced with the 
need f o r making the sample, i n some way, representative of managerial job 
holders. How, and the ways i n which as w e l l as the extent t o which, t h i s 
was achieved through the process of anchoring the sampled population on the 
s t a t i s t i c a l information published by Her Majesty's Stationery Office i s 
described i n Chapter 6, and the Appendices linked t o that chapter. I n b r i e f , 
the government published information on the number of jobs w i t h i n each of i t s 
standard c l a s s i f i c a t i o n categories was used f o r drawing a roughly proportionate 
sample. _ _ . .. . _ _ _ _ - -
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As a consequence of the above described procedure, the strengths of 
the p a r t i c u l a r method adopted are: 
The sampled population i s highly educated, s p e c i f i c a l l y i n management 
and therefore i s l i k e l y t o have understood the questions posited t o 
them. From the data gathered, especially i n open-ended questions and 
the open spaces provided, f o r specific t o i n d i v i d u a l information, 
the estimate f o r completion time would be about 100 minutes. Thus 
respondent sympathy and empathy could be assumed as could knowledge 
of job design, and the job design facet, a c t i v i t y w i t h i n t h e i r 
organisation. 
The method of recruitment adopted, based on BGA register, while providing 
the strengths that the author s p e c i f i c a l l y sought, may also, with respect 
to certain other aspects, be regarded as having the p o t e n t i a l f o r introducing 
bias. 
Before discussing the type of possible weaknesses that may be introduced, 
l e t i t be r e i t e r a t e d that the study was not directed at establishing which 
p a r t i c u l a r method, style or facet of job or job design the respondents 
preferred but simply to determine current a c t i v i t y w i t h i n t h e i r organisation 
with respect t o the design of jobs. 
The weaknesses would mostly emerge from the following.two considerations: 
1. Not a l l managerial position holders are l i k e l y t o be Business School 
graduates, nor are a l l Business School graduates members of the Business 
School Graduates' Association. 
2. While i t i s known that Business Schools themselves have entry c r i t e r i a 
favouring certain types of entrants, i t i s not known whether subsequent 
t o graduation these individuals gravitate t o certain types of jobs. 
A note worth i n j e c t i n g at t h i s point i s that with respect to the second of 
the above-listed items, the p o s s i b i l i t y of bias i n sampling has been consider-
ably reduced by the method of anchoring used by the author. 
The type of weakness stemming from consideration of the f i r s t of the 
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above-listed items would be that based on the variable 'age'. While a 
business graduate i s u n l i k e l y to be under the age of 2 2 , a managerial 
positio n holder may be under that age. The upper end of the sampled respon-
dent i s also l i k e l y t o be affected by the use of the Business Graduates' 
Eegister. Given that the development of business education i n the U.K. i s 
of comparatively recent o r i g i n , prima facie evidence would suggest th a t the 
respondents recruited by the use of BGA. reg i s t e r , on average, are l i k e l y t o 
be younger. 
However, the author would l i k e t o point out the d i f f i c u l t y of analysing 
data on some variables, e.g. age, where difference may l i e . F i r s t l y , very 
few 'pure variable' analyses of the age of the managerial group are available. 
For example the Melrose-Woodman ( 1 9 7 8 ) report under the t i t l e of ' P r o f i l e of 
the B r i t i s h Manager' i s based on a sample of BIM members; and a l l managers 
are by no means members of the BIM. Secondly, and also with reference t o 
the Melrose-Woodman report, the lowest cut-off age i n most of the tables i s 
2 5 years; thus the majority of managerial position holders below the age of 
2 5 , are l i k e l y t o be numerically ( s t a t i s t i c a l l y ) inconsequential, f o r the task 
at hand. Further, the same report also gives age data on business educated 
managers i n industry: the sample contains business graduates above the age of 
The respondent sample data was analysed f o r other variables, e.g. size 
of employing organisation, and company ownership, but nothing suggestive of 
bias was evidenced. Nevertheless, the fact that a certain group was focussed 
upon, could have the propensity of introducing certain biases. 
Overall, then, given the fact that the author's purpose was simply to 
gain knowledge of ongoing a c t i v i t y rather than building predictive models or 
elaborations on preferences, the author regards the p a r t i c u l a r method used 
i n the recruitment of respondents t o have served him w e l l . 
Job modification studies 
These studies are reported i n Chapter 7 ° 
925. 
Job design survey had indicated that organisations could be c l a s s i f i e d 
on the basis of job design practices according t o the following scheme: 
1. Ad hoc 
2. Unit 
3 . Corporate 
For the purpose of r e c r u i t i n g organisations, the only study design c r i t e r i o n 
was that a l l the three types should be present. Appendix 7»3 gives the 
breakdown of organisations recruited, by type and the number of respondents, 
f o r each of the two complementary studies, from these organisations. 
The acceptance of the organisation i n t o the study was essenti a l l y on a 
first-come-first-accepted basis. For individuals w i t h i n the organisation, &he 
research imposed c r i t e r i o n was that only individuals holding the same jobs f o r 
at least two years should p a r t i c i p a t e . Other than t h i s , the study co-ordinator 
designated w i t h i n , and by, each organisation was asked t o choose the sample 
randomly. However, f o r those individuals requested to p a r t i c i p a t e , the 
completion of the questionnaires was on a voluntary basis, i . e . those sent 
the questionnaire copy could refuse t o complete. 
I n t h i s study each organisation was promised reports from the data 
o r i g i n a t i n g w i t h i n i t and on comparative data, o r i g i n a t i n g i n other p a r t i c i -
pating organisations. 
The possible weaknesses that the author sees i n t h i s method would be: 
1. The study co-ordinator sending the questionnaire f o r completion on the 
basis of some c r i t e r i o n other than that which he was asked (and agreed) 
to use, i . e . foregoing the random requirements. So f a r as the researcher 
could ascertain the selection processes used by the company co-ordinators 
did produce the kind of sample which he had hoped t o achieve. 
2. Underlying patterns i n the population of respondents. Once again taking 
age as a discussion variable, i t could be the case, say, that more of 
older position holders participated than younger ones. Given the 
requirement of randomness i n t h i s i s u n l i k e l y t o have injected a 
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weakness i n the design of the study; i t would merely show that more 
of the younger managers are l i k e l y t o have jobs modified more frequently, 
i . e . they do not hold the same jobs f o r more than 2 years. 
Heuristics study 
Four d i f f e r e n t methods were used i n the recruitment of respondents: 
1 . The Accountancy Conference 
2 . The Chemistry Conference 
3 « Post Experience Course attendants at DUBS 
i 4 « Business School graduates 
Altogether 1 2 5 respondents were recruited (response rate of 6 4 $ ) • > I ' ' ' Given the fact that the study was inspired by Herzberg's work and 
Herzberg himself had only engineers and accountants i n his sample, the author' 
method of recruitment was, comparatively speaking, catholic. 
The sampled population i s therefore l i k e l y t o be high on education with 
respect t o the 'average' managerial position holder. The weaknesses would 
therefore be similar t o those that might emerge from the recruitment technique 
of the job design survey. 
Response t o implementation concepts study 
Two types of respondents participated, i n t h i s study. The two types were 
1 . Corporate 
2 . Independent 
By corporate type i s meant that groups of individuals came from the same 
organisation. Actual numbers were 1 6 each from two organisations. The method 
of r e c r u i t i n g independent respondents followed the same procedure as that 
described f o r the he u r i s t i c s study, except that only one conference, I n 
engineering, was involved and that past participants of post experience 
courses were i n v i t e d , as opposed to current participants which was the case 
fo r the heuristics study. 
Thus, the l i k e l y biases i n the responses received from the independent 
participants would be those associated with, on the one hand, the basis on 
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which organisation send individuals t o attend post experience courses and, 
on the other hand, the type of organisation l i k e l y t o be involved i n post 
experience education. 
1 3 « 4 ° Techniques close t o but d i f f e r e n t from those either developed or used 
by the author 
I n the course of pursuing his own research, the author came across a 
large number of techniques which, due t o t h e i r u n s u i t a b i l i t y f o r h i s own 
purpose, he discarded. Equally the author recognises that some p o t e n t i a l l y 
h e l p f u l techniques may have eluded him despite an extensive study of the 
l i t e r a t u r e . 
The author' chose the techniques he used i n preference t o others because 
he f e l t t hat they had most t o of f e r i n the context of his own research 
objectives. 
I n t h i s section are discussed two examples of techniques which resemble 
i n some ways the author's chosen research methodology. 
Technique 1 : Learning: by knowing 
Beckhard ( 1 9 6 9 ) defines organisational development as a model f o r 
introducing planned change. But, as pointed out by Bennis ( 1 9 6 9 ) organisa-
t i o n a l development i s a "complex educational strategy intended to change 
b e l i e f s , attitudes and structures of the organisation so that i t can better 
adapt to new techniques, markets and challenges and the d i f f e r i n g rates of 
change i t s e l f " . Bettignier ( 1 9 7 5 ) defines the same subject as, "the attempt 
t o improve managerial effectiveness through a planned and deliberate learning 
process". 
. I t i s i n the context of learning by knowing that Bennis reported a study 
where the technique used was somewhat similar t o that used by the author f o r 
job audit (see Chapter 9 ) » On account of Bennis's own authority and repute 
the case study (see Bennis ( 1 9 6 9 ) ) reported by him has become well known to 
students of management development. 
I n the study the subjects were s p l i t i n t o two groups according t o t h e i r 
service a f f i l i a t i o n - administrative o f f i c e r s and foreign service o f f i c e r s . 
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Each group was asked t o write words that would summarise t h e i r answers to 
the following three questions; 
1 . What q u a l i t i e s best describe our group? 
2. What q u a l i t i e s best describe the other group? 
3 » What q u a l i t i e s do we predict the other group could assign 
t o us? 
Figure 1 3 . 4 carries a diagrammatic representation of the instructions t o the 
participants, with respect t o one group, say the administrative o f f i c e r s . 
Note the numbers on the arrows refer t o the three questions l i s t e d above. 
I Group r Group 
B 
Figure 13»U°. Diagrammatic representation of the Bennis system 
f o r e l i c i t i n g 'images' 
The purpose of the exercise was t o reduce "unproductive divisiveness" 
between the two groups of o f f i c e r s . After the two l i s t s had been prepared, 
Bennis wr i t e s ; 
"The two groups assembled together and then proceeded t o discuss 
t h e i r l i s t s and t o be questioned by the other group with respect t o 
t h e i r perceptions. The discussion was intense, high pitched, noisy, 
argumentative, good humoured and f i n a l l y , several hours l a t e r , 
thoughtful. I t appeared as i f each side moved to a positio n where 
they at least understood the other side's point of view". 
I n the study being discussed, diagnosis on divisiveness had been made, a prior 
The two groups had got t o loggerheads because of t h e i r work involvement. 
Pa r t i c i p a t i o n i n the exercise provided the people concerned the opportunity 
t o verbalise the images they carried, on the basis of which discussion on 
the underlying i l l s could begin. 
Thus i n the above study, the main focus of the researcher's e f f o r t was 
that each side should gain an understanding, i . e . learn, of the other side's 
perspective. The s t a r t i n g point was the statements of images, carried by 
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each party and i n the emergence of which the other party had played some r o l e . 
To the extent that Bennis reports the exercise a success, the mechanics 
could be surmised and the author's explanation i s as follows: 
From the images, i n the discussion, the parties would be led to 
disclose the reasons f o r those images. The disclosures are l i k e l y 
t o be of the form and substance indicating false expectations, 
v i o l a t i o n of l e g i t i m a t e l y held expectations, fuzziness i n the very 
expectations held, etc., a l l w i t h i n the context of the content of 
inter-dependence of work roles. 
The diagram of the schematic arrangements of the author's job audit (see 
Chapter 8 Section 6) would be similar t o that drawn f o r Bennis's study. 
The substantive differences include the following: 
lt> I n job audit, the focus from the beginning i s on elements of the job. 
In Bennis's schema the i n i t i a l focus i s on personality images, and 
the ensuing discussion may or may not extend t o the l e v e l of the job 
elements. 
2. I n job audit each i n d i v i d u a l nominates his own role-set, irrespective 
of organisation structure from the perspective of his own reasons f o r 
seeking to e stablish or describing the ex i s t i n g job related intercourse. 
Each i n d i v i d u a l i s thus given the opportunity to be the focus of his 
own job. The statements of expectation emerging from t h i s s e l f 
nomination of role-set, i s thus l i k e l y t o be a product of such 
behaviour as labelled 'responsive' by Triest (see Chapter 5)° That 
focus on job, i n the manner described above, i s l i k e l y to result i n 
locati o n as w e l l as resolution of problems gets supjjort from Moreno 
as w e l l as Scott (see Chapter 8). 
In Bennis's schema the s p l i t t i n g i n t o groups and merging of 
personality image descriptive statements f o r each group, generates 
the p o s s i b i l i t y of unresponsive behaviour. I n the end, there i s 
also the p o s s i b i l i t y that post discussion the individuals may go 
back with t h e i r images and views (held before the discussion) 
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only confirmed* Where the.confirmation of images occurs on 
group aggregate basis, the purpose of the exercise would not 
only be l o s t but might affect the groups i n a d i r e c t i o n opposite 
t o that intended, i . e . where divisiveness existed i t might 
create greater divisiveness. 
For the sake of br e v i t y only two differences are presented; these, and other 
differences between job audit and Bennis's schema emerge from the following 
perspectives: group/individual; personality image/job element; high probabi-
l i t y of responsive behaviour/undefined p r o b a b i l i t y of responsive behaviour. 
Technique 2 : Kelly's constructs 
i • ' 
Kelly ( 1 9 5 5 ) made an outstanding contribution t o the study of human 
behaviour with the purpose of f a c i l i t a t i n g disturbed individuals t o achieve 
in t e g r a t i o n i n t o society. The work of Kelly i s outstanding not only f o r his 
philosophy and theory but also f o r his methodologies. The theory of Kelly 
i s a psychological theory with i t s focus of convenience i n the c l i n i c a l 
treatment of the abnormal. The methodological techniques of Kelly were devised 
by him, and his group, either t o e l i c i t data from the abnormal (repertory 
g r i d ) or t o f a c i l i t a t e i n t e g r a t i o n ( f i x e d r o l e sketch). The technique of 
repertory g r i d has, over the years, found i t s way i n t o management l i t e r a t u r e 
through the behaviour l i t e r a t u r e . This section focusses on t h i s technique. 
Before discussing the technique a b r i e f note on the Kelly's theory i s 
presented, f o r t h i s w i l l prove h e l p f u l i n the discussion of the technique 
i t s e l f . 
Kelly suggests that each i n d i v i d u a l construes the events, and situations 
witnessed, uniquely and i n a way that helps the i n d i v i d u a l t o understand the 
present and advances the prediction of the futur e . I n d i v i d u a l behaviour or 
actions are guided by concern t o anticipate events. 
Kelly developed the method of repertory g r i d (one of several methods 
used by him) as a diagnostic t o o l t o help discern the psychologically abnormal 
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way the patient was- construing events, and behaving. . 
Repertory g r i d technique, as used by Kelly, could be described as: 
The subject i s given a number of designation of role holders with 
whom he i s l i k e l y t o have intercourse and i s asked t o consider the 
r e a l individuals w i t h i n his experience holding the r o l e . Next, 
considering the l i s t e d individuals three at a time, the subject i s 
asked t o state the most important way he construes two of them 
similar and d i f f e r e n t from the t h i r d . 
From the statements of s i m i l a r i t i e s and differences the 
c l i n i c i a n determines the psychological process propelling the 
subject's behaviour. 
An important note, worth mentioning at t h i s point, i s that Kelly does 
not claim that the individuals do i n fact " t e l l the t r u t h " , i . e . a c t u a l l y 
state the most important difference they r e a l l y see. 
Repertory g r i d has also been used as a data gathering technique f o r 
other purposes some of which w i l l now be presented. 
Kretch, Crutchfield and Ballachey ( 1 9 6 2 ) discuss experiments, on 
determining m u l t i p l e x i t y , conducted by B l e r i and Blacher. M u l t i p l e x i t y notion 
could be explained as follows: 
"Some individuals have a simple, u n d i f f e r e n t i a l cognitive system, 
r e l a t i n g t o , say, r e l i g i o u s objects and events. A l l r e l i g i o n s 
are seen as a l i k e ; a l l r e l i g i o u s people are grouped together 
without any d i f f e r e n t i a t i o n . Other individuals may have highly 
complex and d i f f e r e n t i a t e d cognitive systems r e l a t i n g t o r e l i g i o n . 
They may d i f f e r e n t i a t e between "good" and "bad" r e l i g i o n , between 
Catholics, Protestants, Jews, Moslems, etc." They may d i f f e r e n -
t i a t e the organised church from the s p i r i t u a l creed of any r e l i g i o n ; 
the rank-and-file members from the o f f i c i a l clergy. These d i f f e r e n -
ces i n the number and variety of cognitions incorporated i n one 
cognitive system define the dimensions of m u l t i p l e x i t y of the system". 
Multiplexity•would thus appear t o be a useful notion to explain a t t i t u d e s . 
When an i n d i v i d u a l comes across something new (and outside his domain of past 
experience) he attempts.to construe i t i n terms of something known (see 
Kelly ( 1 9 5 5 ) ) » The expected outcome of such attitudes would be behaviour 
that r e f l e c t s the promises and problems not of the new thing but of the things 
with reference t o which the construiiig takes place. 
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Grosvenor (1981), a fellow researcher at Durham University Business 
School, uses the repertory g r i d technique t o study behaviour changes follow-
ing intervention,. The promise of Grosvenor's work l i e s i n his adopting the 
cybernetic model of cyclic i n t e r a c t i o n between a t t i t u d e and behaviour as 
opposed t o attempting t o int e r p r e t where one leads t o the other. The work 
i s s t i l l i n i t s early stages. 
Stewart and Stewart ( 1 9 7 6 ) report the use of the repertory g r i d f o r 
deriving construct p r o f i l e s of eff e c t i v e and:-.ineffective managers . The 
characteristics derived are used i n developing measures f o r e f f e c t i v e behaviour 
(see Brodie and Bennett ( 1 9 7 9 ) ) ° The author was able t o acquire the I n t e r n a l 
Report ( 1 9 7 8 ) on a study using the repertory g r i d as depicted above. The 
value of t h i s study t o the host organisation i s summed up as follows: 
"Problems of i n t e r p r e t a t i o n are d i f f i c u l t but i t i s noticeable that 
there i s very l i t t l e about money i n the constructs produced by the 
Section Managers and rated by t h e i r superiors, not much about 
technical a c t i v i t y , very l i t t l e (on) contact with bosses, rather 
. crude constructs about team work and l i t t l e about q u a l i t y . On 
the other hand there seems to be stress on action o r i e n t a t i o n i n 
ambiguity. Certainly t h i s l a s t seems t o distinguish most c l e a r l y 
between the ef f e c t i v e and i n e f f e c t i v e managers though of course 
• there i s less agreement (on) what constitutes an i n e f f e c t i v e 
Section Manager compared with a very noticeable agreement about 
the e f f e c t i v e one. 
As a purely personal footnote, what we seem t o have obtained 
from t h i s study i s t o me the most accurate description of the 
Division of Reward system that has ever been adduced". 
(Note: I n the above quotation the word "on" has been injected i n two places 
to make the t e x t readable). 
From the above quotation, note should be taken of interpretations of the 
constructs remains as all u s i v e as i n psychotherapy - the o r i g i n a l use of the 
repertory g r i d . Secondly, given that 'money' related constructs were not 
much i n evidence i n the data; from reading the report one can only deduce 
that rewards related interpretations must have been adduced by some other, and 
furt h e r , manipulation of the o r i g i n a l data. 
Stewart and Stewart's ( 1 9 7 6 ) recommendation of the repertory g r i d would 
be f o r purposes of t r a i n i n g , i n much the same way as the o r i g i n a l use of 
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the technique by Kelly: teach people t o construe events d i f f e r e n t l y and 
along dimensions of behaviour known t o be more e f f e c t i v e . However, note 
that while as a generalisation the construct derived notions of effectiveness 
may be acceptable, attempts t o superimpose them i n judging specific behaviour 
without recognition of circumstances leading t o noted behaviour ( i n e f f e c t i v e ) 
would be unsupportable. More detailed arguments on t h i s aspect are set out 
i n Chapter 3 » 
The author feels that some methods of co l l e c t i n g data f o r repertory 
g r i d research represent a verbal v a r i a t i o n on the c r i t i c a l incidents method, 
f i r s t used by Flanagan ( 1 9 5 1 ) and l a t e r by others e.g. Herzberg et a l ( 1 9 5 9 ) , 
f o r when an i n d i v i d u a l i s asked t o state how two people are similar and yet 
d i f f e r e n t from the t h i r d , where..all three belong t o the role-set, the l i k e l y 
way f o r the subject t o a r t i c u l a t e would be i n terms of c r i t i c a l incidences 
of the past. For the c r i t i c a l incidence methodology see Chapter 3 « 
Elaborations on the use of the repertory g r i d , i n the i n t e r e s t of b r e v i t y , 
w i l l be stopped here. Next the author w i l l discuss the implications of the 
above narrative i n the context of the thesis. 
The word 'construct' has been rather extensively used i n the report of 
the h euristics study, i n Chapter 1 0 . I n common with the repertory g r i d 
therefore the author's heuristics study raises questions such as:-
1. Does i t get at how people act u a l l y t h i n k , and how could i t 
be tested? 
2 . Would a retest show that people made the same l i n k s (as 
they gave as participants to the study reported i n Chapter 1 0 ) ? 
3 . Could the repertory g r i d have been used instead of the• 
p a r t i c u l a r technique adopted by the author? 
The above three only indicate the type of questions raised. Beholden t o 
the research t r a d i t i o n that demands attempts at c l a r i f i c a t i o n of points 
raised by one's own research endeavour, the author w i l l now attempt b r i e f 
c l a r i f i c a t i o n on the above queries. 
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lo A.s techniques for gathering data, neither the repertory g r i d nor 
the author's own method, are of the type or nature which could 
support assertions that 'actual t h i n k i n g ' would always be elicited.. 
2 o Repertory g r i d was devised by Kelly t o ascertain subjects' conceptualisa-
t i o n at one point i n time i n order t o help them t o modify t h e i r abnormal 
constructions, i.e<> a s h i f t i n conceptualisations was regarded by Kelly 
as a desired and hopefully possible outcome,, , The use of the repertory 
g r i d i n management t r a i n i n g i s derived from the same rationale. Thus, 
f o r those individuals f o r whom a change i n t h e i r conceptual system f o r 
construction i s deemed desirable, i f the same results obtained at the 
retest as on the i n i t i a l t e s t , the psychotherapy or the management 
t r a i n i n g w i l l have been proved i n e f f e c t i v e . 
Furthermore, e x p l i c i t t o the way Kelly propounds his theory of 
(the Psychology of Personal) constructs i s that psychologically healthy 
individuals through building on t h e i r own learning, modify t h e i r 
construction systemso The acceptance of t h i s viewpoint indicates t h a t 
one should not expect invariance i n the. response data, from, the same 
par t i c i p a n t , at two d i f f e r e n t points i n time. Changes i n the way 
individuals construe t h e i r environment are a function of the rate at 
which opportunities f o r the review of already held construction 
system become available. Those individuals who between the i n i t i a l 
p a r t i c i p a t i o n and the retest p a r t i c i p a t i o n witness situations r e q u i r -
ing modification t o the held viewpoint may w e l l modify i t . Thus 
tests designed to catch specific facets of construction system at two, 
or more, points i n time may therefore produce data where the i n i t i a l 
t e s t data i s d i f f e r e n t from the retest data. For reasons similar t o 
the ones discussed above, i n connection with the repertory g r i d , the 
data on construct connectivity acquired by the technique used by the 
author i n the heuristics study may a l t e r from ' t e s t ' t o ' t e s t ' . 
3 . The heuristics study conducted by the author has i t s o r i g i n i n the 
author's desire t o understand and b u i l d upon the work of Herzberg. 
As the study by Herzberg was based on descriptions of c r i t i c a l 
incidences which either produced a "high" or a "low" f e e l i n g i n 
the respondents, i t could be argued that Herzberg had used a type 
of repertory g r i d . From his c l a r i f i c a t i o n of the data, Herzberg 
found certain constructs t o be more often associated with high, 
while certain other constructs associated with low, feelings. The 
heuristics study besides providing data which could, more or less, 
be c l a s s i f i e d a-la-Herzberg, provides explanation of why t h i s i s 
l i k e l y t o be the case. To answer the question on whether the use 
of repertory g r i d could have provided data from which conclusions 
of the type arrived i n the he u r i s t i c s study were possible, a direc t 
answer would be 'NO', but with the following proviso added:-
I n Chapter 2 has been quoted a statement (Campbell and Pritchard 
(1976)) tp the effect that clever parametric manipulation of one 
motivation theory can be made t o precipitate i t s transformation 
with another motivation theory. Further, i n certain uses of the 
repertory g r i d , the author sees shades of the c r i t i c a l incident 
methodology developed by Flanagan (see Chapter 2)« The notion 
behind the thread of argument i s that the author does not 
completely rule out the p o s s i b i l i t y t h a t some clever manipulation 
of the repertory g r i d technique of data gathering might j u s t make 
i t possible t o derive data of the type permitting conclusions 
arrived at i n the heuristics study. 
S i m i l a r i t i e s with other research paradigms, methods and techniques 
Only two techniques have been discussed here. S t i l l , other researchers 
working i n related f i e l d s may see other commonalities of the work reported i n 
t h i s thesis with t h e i r own work. For example, the predetermining relati o n s h i p 
between the constructs i n the heuristics study have been depicted by the aut 
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diagrammatically, according to concepts developed from graph theory. The 
author was introduced t o graph theory while a student of Mathematics/ 
Computer Science. I n a discussion on the heuristics study a f e l l o w researcher 
informed the author that what he (the author) was doing had already 'been 
done* by sociometricians. A b i t puzzled but curious the author made a side-
track i n t o sociometric l i t e r a t u r e and found i n t e r e s t i n g perspectives, one 
of which, that due t o Moreno, has been referenced i n Chapter 8. However, and 
more t o the point, on reading about sociograms, the author asked the afore-
mentioned researcher whether she was r e f e r r i n g t o sociograms. Yes, indeed, 
she was! Examples of sociograms can be found i n standard texts on Sociology i " and Social Psychology; f o r those needing a short paper, the one by Sherif 
( 1 9 6 6 ) would s u f f i c e . For the sake of conceptual closure, l e t i t then be 
stated that the heuristics study has nothing to do with sociograms; the 
only s i m i l a r i t y found i s i n the schematic representation. 
The author has t r i e d i n t h i s section of his f i n a l chapter t o demonstrate 
that the methodologies he has used have similar strengths and weaknesses t o 
those used by other researchers i n the f i e l d and that his f i n a l choice of 
methodologies was s p e c i f i c a l l y chosen t o meet the needs of research i n t o the 
development of better, operationally relevant, ways of undertaking purposeful 
managerial job design. 
Apart from methodologies and techniques the author often found i n his 
discussions with other researchers that the concept of measures and measurement 
often needed elaboration. The next section is devoted t o providing an elabora-
t i o n on these concepts w i t h i n the context of the thesis. 
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1 3 ° 4 ° Measures and measurement >'. 
¥hen something i s to be con s i s t e n t l y evaluated, (especially when 
systematic evaluations are called f o r a number of times, perhaps even by 
d i f f e r e n t people and with time in t e r v a l s between each evaluation) s t i p u l a t i o n 
of the c r i t e r i a t o be used i s a foremost requirements Drawing from Campbell 
et a l ( 1 9 7 0 ) > i t could further be added that c r i t e r i a d e f i n i t i o n should be 
adequate, i . e . neither too 'excessive' nor too 'deficient', f o r the task at 
hand. 
Constructs stipulated as c r i t e r i a f o r evaluating an item are often 
j 
referred t o as measures of that item. For example Bennett and Brodie ( 1 9 7 9 ) 
discussing the work of Stewart and Stewart ( 1 9 7 6 ) on Managerial Effectiveness 
w r i t e t 
"The work carried out by Stewart and Stewart ( 1 9 7 6 ) on the characteri-
s t i c s of eff e c t i v e and i n e f f e c t i v e managers, uses the repertory g r i d 
as a basis from which t o develop measures"„ 
(Note; Emphasis has been added). 
What Stewart and Stewart do, i n f a c t , i s to b u i l d c r i t e r i a s i t u a t i o n a l l y 
f o r the evaluation of effectiveness as opposed t o taking some a p r i o r i concept 
and then applying them t o any ajid a l l situations. However, the purpose of 
presenting the above quotation i s t o show how c r i t e r i a once stipulated as 
suitable f o r evaluation can be referred t o as measures. 
Note, however, that c r i t e r i a f o r which measurement can be on the funda-
mental dimensions (e.g. length, mass and time) are not so treated; only 
constructs adopted as c r i t e r i a are so conceptualised. For example, height 
i s often used as an entrance c r i t e r i o n f o r recruitment i n t o the Police Force. 
As height i t s e l f can be evaluated only on the measure of length, i t would be 
unusual t o refer t o i t as the 'measure of entry'. 
So, i n conclusion, a construct stipulated as a c r i t e r i o n f o r evaluating 
an item i s the measure f o r that item. Note should also be taken of the 
consideration, and one that comes out c l e a r l y from the above quotation i n 
reference t o the work of Stewart and Stewart, the use of the term 'Measure' 
9 3 9 o 
i s especially" appropriate when more than one c r i t e r i o n could be set up f o r 
the evaluation of the same item. Each c r i t e r i o n i s then a measure. 
The d e f i n i t i o n and adaptation of the c r i t e r i o n as a measure requires 
that the process f o r evaluation be defined. Support f o r t h e i r conceptualisa-
t i o n could be drawn from Longford ( 1 9 7 9 ) * who i n her review of managerial 
effectiveness l i t e r a t u r e includes a section on the c r i t e r i a themselves which 
i s followed through by a section on methods of measurement. 
The relationship between the measures and methods of measurements could 
be explained with reference t o the work of Val and Andrew Stewart ( 1 9 7 6 ) as 
discussed by Ldngford ( 1 9 7 9 ) » The Stewarts use, among others, 'Decision-
making' and 'Management of Time' as t h e i r 'Measures of managerial e f f e c t i v e -
ness'; i n order t o perform the measurement along these measures, they use 
questionnaires, observation, repertory g r i d , and ratings by peers and bosses. 
The above abstract discussion w i l l now be related t o the work reported 
i n the thesis. The author found concepts depicting ways of "looking" at a 
job, t o be numerous. Researchers have often referred t o such concepts ast 
characteristics, components, dimensions, a t t r i b u t e s , variables, etc. The 
author's conceptualisation of job design indicated that a necessary require-
ment was the delineation of a set of characteristics which could be used as 
measures (see Chapter 5 ) ° The job design survey revealed over 3 0 0 characteri-
s t i c s that were being used i n the designing of jobs. These, together with 
others found i n l i t e r a t u r e , were c l a s s i f i e d by the author and the deductive 
abstraction led t o the determination of 3 characteristics (job s a t i s f a c t i o n , 
contribution t o organisational purpose, a b i l i t y u t i l i s a t i o n ) of jobs, which 
the author labelled as measures on the q u a l i t y of the design of a job (Chapter 
6 ) » 
The segregation of the measures f a c i l i t a t e s the job.design process, f o r 
now the other characteristics can be regarded as manipulatable variables 
(see Chapter 6 ) . Evidence t o indicate that the conceptualisation i n terms 
of measures and manipulatable variables was indeed viable was generated i n 
the job. modification studies reported i n Chapter 7« 
Thus, the three measures of the q u a l i t y of the design of a job are i n 
fact the c r i t e r i o n variables., Within Chapter 6 i s explained why these 
measures should be regarded as non-additive; that i s , a high value on one 
w i l l not compensate f o r low value on another. B r i e f l y , the basis f o r the 
non-additive argument i s similar t o the everyday use of say, the height and 
body weight of people as j o i n t (though not exclusive) determinants of the 
state of t h e i r physique. 
Having defined the measures of the q u a l i t y of design of the job, the 
author labelled the other characteristics as primitives, f o r these f a c i l i t a t e 
manipulation which effects changes i n design which can be evaluated by the 
e a r l i e r defined measures. 
13.5. Assumptions as to the nature of .job (and work) 
The author undertook research i n management because he holds c e r t a i n 
b e l i e f s about the e f f e c t i v e use of time and resources - both his own and of 
others. 
F i n a l l y , therefore the author wishes t o conclude his thesis with a 
discussion of the i m p l i c i t assumptions made by him on the nature of job and 
how the concept of job d i f f e r s from that of work. 
As jobs exist i n organisations and are held by individuals, c e r t a i n 
assumptions as t o the nature of jobs are i n fact assumptions regarding the 
nature of the organisation and the nature of man. Lengthy discussions upon 
these topics are presented i n Chapters 2 and 4 > and the reader i s referred 
to these chapters f o r d e t a i l s ; here w i l l be discussed b r i e f l y those items 
the author deems of immediate concern. The assumptions about the nature of 
man and the nature of the organisation w i l l be stated p r i o r t o the statement 
on the nature of jobs. The difference between 'Job' and 'Work' w i l l be 
discussed as the" l a s t item i n t h i s section. 
The ^ assumption on the nature of man and his behaviour 
The author's assumptions on the nature of man are those i m p l i c i t i n the 
accountancy model of (the behaviour o f ) man, given i n Chapter 2 . The model 
assumes that behaviour can be explicated i n terms of three a t t r i b u t e s of man: 
Is His needs 
2 . His resources and po t e n t i a l 
3 « His weltanschauung/the decision mechanism 
From these antecedents the model posits that the behaviour i s complex and 
that what an i n d i v i d u a l s t r i v e s f o r , at any one moment i n time, may be his 
f i n a l goal or an operational goal the achievement of which, i n the opinion 
of the author, i s l i k e l y t o f a c i l i t a t e the accomplishment of some higher 
l e v e l objective 0 
The model also assumes that the only mechanism f o r need f u l f i l m e n t i s 
expenditure of resources: where at the basic l e v e l the resource required i s 
time and conscientiousness. A coroll a r y of t h i s assumption would be that 
some individuals may attempt resource accumulation so as to be able t o meet 
future needs, which themselves may even remain, t o some extent, presently 
undefined. 
The complex a c t i v i t y pattern which i s l i k e l y t o emerge from the above 
assumptions would be directed at maintaining values, f u l f i l m e n t of. needs 
through resource expenditure and attempts at modifications i n the resource 
base so as t o f u l f i l future needs. These a c t i v i t i e s , i n t u r n and alterna-
t i v e l y , could be labelled as function of a c i t i z e n , family man and the 
witness of events unfolding around the i n d i v i d u a l . The assumption on the 
l a t t e r mentioned unfolding events i s that the i n d i v i d u a l , on the one hand, 
interprets these from the perspective of his extant Weltanschauung, and on 
the;other hand, these events also go towards building t h i s weltanschuung. 
The acceptance of the above Model of Man has implications, among others, 
f o r the responses given by, or e l i c i t e d from, an i n d i v i d u a l , on a t o p i c . 
When a query i s presented t o an i n d i v i d u a l he could respond i n the following, 
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among other, ways: 
lo Respond i n accordance with what he actua l l y thinks, given a 
^specific l e v e l of understanding of the query. 
2 o Respond so as t o project himself, given his understanding 
of both the i n i t i a l query and the possible repercussions 
emerging from his own response. 
The same query put t o the same i n d i v i d u a l a f t e r a lapse of time may e l i c i t 
a d i f f e r e n t response. The explanation f o r t h i s difference i n response would 
be i n terms of the learning and growth experienced by the i n d i v i d u a l i n the 
elapsed time, i . e . the changes i n his Weltanschauung. 
The foregoing discussion i s at the l e v e l of individuals. "While changes 
i n the individual's response, even those amounting t o a volte-face could be 
expected and should be accepted, changes i n aggregate response ( i . e . mean 
response over a large number of individuals) are...likely t o be more slow. 
The essential explanation f o r the slowness i n changes of aggregate response 
would be that while an in d i v i d u a l changes his perspective i n one d i r e c t i o n 
another may change his own i n the diametrically opposite d i r e c t i o n . Thus the 
aggregate response i s l i k e l y t o change more slowly than i n d i v i d u a l responses 
( i f the i n d i v i d u a l responses do change), unless u n i d i r e c t i o n a l changes occur 
across the whole sample population. Unidirectional changes over the sample 
population would result i n the changes i n the aggregate response being equal 
to changes i n the i n d i v i d u a l response. 
From the perspective of the research reported i n t h i s thesis, the 
above discussion suggestsi 
1. The near im p o s s i b i l i t y of separating the responses given by 
study participants, i n t o classes such as 'r e a l ' and 'projective'. 
2 . The near i m p o s s i b i l i t y of a l l subjects having given specific 
responses at one • point i n time. 
The second of the above conclusions i s important from two perspectives. 
1. I t could be independently derived from considerations of 
open system theory; and 
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2 o Differences i n response e l i c i t e d from a respondent, at two 
points i n time, does not on, and of, i t s own provide evidence 
indicating any weakness i n the methodology used. 
At t h i s point i n the discussion, an example may help t o make more 
e x p l i c i t the e a r l i e r discussion and thereby f a c i l i t a t e the l a t t e r conclusions. 
Suppose the subject of research i s whether people worship God or Mammon, 
and the data i s collected by d i r e c t l y putting t h i s question t o a set of 
respondents. Now, f o r any specific respondent i t could not be said with 
absolute certainty whether the response given (whatever that might be) were 
based on conviction regarding himself or based on consideration of what he 
wanted t o project regarding himself, i . e . how he wanted others t o judge him. 
Additionally, were i t the case that some of the possible responses i n the 
response domain ( i n the example, the response domain consisting of two items: 
God and Mammon) could be construed by the respondent as l i k e l y t o resul t i n 
detrimental effect on himself. The p o s s i b i l i t y of projective response would 
be that much increased. Note that the perceived determinental effe c t could 
i t s e l f be in any domain, e.g. loss of image, material loss, or even physical 
harm. 
To continue the discussion through building on the example provided, 
focus w i l l now be sh i f t e d t o a specific area', where establishing the f a c t s , 
as opposed t o acceptance of responses e l i c i t e d from direct questioning, i s 
considered a l l important. 
I n countries where the practice of j u s t i c e dictates that an i n d i v i d u a l 
i s innocent unless he himself admits his g u i l t or i s proved g u i l t y through 
evidence, brought before those empowered t o pass judgement, onus l i e s with 
the prosecution t o provide t h i s said evidence. Under these circumstances 
the case, f o r and against, the respondent i s b u i l t by the method, among 
others, of getting the respondents t o state the circumstances, events and 
relationships r e l a t i n g t o the event and deed under discussion. That i s t o 
say, priiiiary data i s collected from which, i n f e r e n t i a l l y , deduction can be 
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made regarding the f o c a l event or s i t u a t i o n . 
Note t h a t , under the above described court s i t u a t i o n , at neither the 
direct nor at the primary data l e v e l can i t be asserted that the method of 
inqu i r y w i l l prevent projective responses. Nevertheless, the accumulation 
of primary evidence does lead t o decisions on whether the case i s proved or 
l e f t unproven. 
This section was started by narrating some of the assumptions made on 
the nature of man and his behaviour; the l a s t few paragraphs deal with a 
specific area of behaviour - that of participant i n a research s i t u a t i o n . 
The discussion on t h i s aspect of behaviour was necessary on account of i t s 
specific and special relevance t o the thesis. 
Assumptions on the nature of organisations 
The organisation i s a de-jure and defacto e n t i t y . I m p l i c i t i n i t s 
f a c t u a l existence i s the presence of some rationale that led, i n the f i r s t 
place, t o i t s founding and, i n the second place, that nourishes its continued 
existence. Thus the defacto existence presupposes the existence of i m p l i c i t 
or e x p l i c i t goals f o r the organisation. A currently held conceptualisation 
of the organisational goals i s that the goals of the organisation, at any 
one period of time, are the goals of some human c o a l i t i o n that dominates i t 
at that period of time. Note that the de-jure status of the organisation 
i t s e l f begets certain goals f o r the organisation and may, a d d i t i o n a l l y , require 
that certain aims and objectives be upheld i n the d e f i n i t i o n of a l l 
operational goals. 
The foregoing statement indicates that a l l members of an organisation 
may not be members of the dominant c o a l i t i o n , and therefore have no influence 
i n the d e f i n i t i o n of the 'organisational goals'. Thus the conceptualisation 
of the organisation as given so f a r while suggesting that the achievement of 
the organisational goals could be regarded as the f u l f i l m e n t of the goals of 
the dominant c o a l i t i o n , s t i l l leaves f a r from clear how those w i t h i n the 
organisation but not having membership of the dominant c o a l i t i o n achieve t h e i r 
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objectives. Here the inherent extendability of the dominant c o a l i t i o n 
standpoint, f a c i l i t a t e s understanding through the l i n e of reasoning discussed 
next. 
F i r s t l y , t o remain dominant the so-called dominant group i t s e l f would 
i n t e r n a l i s e , t o some measure, the goals and objectives of those not w i t h i n 
i t s membership. This l i n e of argument suggests that goals of the fellow-
members ( i . e . members of the organisation but not members of the dominant 
c o a l i t i o n ) get incorporated with the goal structure of the organisation 
through the organisational w i l l t o continue. 
Secondly, the fellow members of the organisation achieve t h e i r personal 
objectives through achieving the operational objectives of the organisations. 
Before moving on t o the next salient, from the job design perspective 
feature of organisation, the perspectives presented i n the foregoing discus-
sion w i l l be summarised. Organisations are e n t i t i e s with de-jure and. defacto 
status and direct t h e i r e f f o r t at goal accomplishment; the goals are such 
t h a t , at least on an aggregate basis, the organisational related goals of each 
member are t o some measure recognised and legitimised. The f i n a l l i m i t i n g 
factor t o the recognition and l e g i t i r a i s a t i o n of an individual's goals w i t h i n 
the organisation i s the de-jure charter of the organisation i t s e l f . As the 
organisation i s an agglomeration of individuals each with a d i f f e r e n t degree 
of a b i l i t y and w i l l t o contribute, among the tasks the organisation should 
attempt are those of ensuring t h a t : 
( i ) each individual's own goals are f u l f i l l e d t o the extent of 
his contribution, and 
( i i ) each in d i v i d u a l contributes at the l e v e l he wishes. 
The next salient feature of organisations i s resources. Let i t be said 
at the outset that p r a c t i c a l l y anything, whether a physical e n t i t y or a 
construct, can be regarded as a resource, i . e . the r e a l estate the organisa-
t i o n owns or rents, the morale of i t s employees, the customer l o y a l t y and 
t r u s t i t has created, the l e v e l of f i n a n c i a l support i t has generated, the 
range and type of i t s products, etc. can a l l be regarded as resources i n 
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one context or another. 
Thus substantives which f a c i l i t a t e the achievement of - primary objectives 
can be categorised as resources, and w i t h i n t h i s category would come the 
a b i l i t y and p o t e n t i a l of the organisations' employees as w e l l as the public 
acceptance of i t s aims and objectives. 
From the resource perspective the a c t i v i t i e s undertaken by the members 
of an organisation could be posited to be: the building, the maintenance, 
and the prevention of decline, of the organisation's extant resource base, 
while engaged i n the achievement of i t s primary objectives. Note that some 
members of the organisation may be involved solely i n one of the above-
mentioned types of a c t i v i t y , e.g. building the resources, etc. 
Given the above exposition, while the output of each member has t o be 
measured ( f o r q u a l i t y , quantity and timing) and guided, the organisational 
inputs t o each member would require c o n t r o l . The argument f o r c o n t r o l over 
inputs could also be b u i l t from consideration of limitedness of resources 
available t o any organisation, i n the face of the multitude of tasks and 
methods that could possibly be used. 
From the above discussed perspectives f o r an in d i v i d u a l , a job i s 
l i k e l y t o be of value and esteem to the extent i t f u l f i l s his personal 
requirements, some of which may be to have t h e i r endpoints with the work 
i t s e l f but some could be of the f a c i l i t a t i v e type which permit the other 
desired experiences of l i f e . 
Nature of job 
At the fundamental l e v e l a job i s a swap-process: each party t o a job 
contract gives, or at least promises t o give, t o the other party something i n 
return f o r some contribution. Note, however, that i n discussions of job, 
more often than not, the i m p l i c i t assumption i s that the job "does not 
terminate", i . e . continuation i s i m p l i c i t . This consideration should 
explain the reason f o r i t s e a r l i e r description as a "swap process" rather 
than a "swap event". The foregoing statement i s not intended t o deny the 
existence of jobs with l i m i t e d tenure, rather the implied d i r e c t i o n of 
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thought was on the process rather than the event orie n t a t i o n of jobs. 
Another way of regarding jobs, and a way o f f e r i n g conceptual comple-
mentarity rather than athwartness, i s t o see i t as a transformation mechanism: 
the job team forms the inputs, both those of the i n d i v i d u a l and those of the 
organisation, i n t o output f o r each party. 
l'< The acceptance of the above conceptualisations on the nature of jobs, 
o f f e r the p o s s i b i l i t y of extending the l e v e l and domain of analysis. For job 
design, considerations of immediate concern would be t h a t : 
(1) the inputs of each party be those desired by the other; and 
( 2 ) the outputs received be relevant t o and valued by the r e c i p i e n t ; 
(3) be considered f a i r , i . e . i n some proportion t o the inputs 
rendered, by each party. 
The dimensions of measuring desired inputs would be q u a l i t y , quantity and 
timingo Further dimensional riders could also be imposed on these basic 
ones; f o r example, those of relevance and pertinency on that of q u a l i t y . 
The conceptualisation of job as a transformation mechanism permits and 
levels i t s e l f t o the analysis of effectiveness and e f f i c i e n c y of the design 
of the job. I n engineering when energy i s transformed from one type t o 
another, of concern to the designer are the effectiveness and e f f i c i e n c y 
characterisation of the transformation-machinery. The application of the 
transformer analogy t o jobs would e n t a i l determining: f i r s t l y , whether the 
two sides regard the job as f u l f i l l i n g t h e i r intended purposes ( f o r the job 
holder i t would be the purposes f o r accepting the position, and f o r the 
organisation the purpose would be related t o the creation of the p o s i t i o n ) ; 
secondly, whether the two sides consider the outputs t o inputs r a t i o , at 
the immediate level," acceptable and at the next l e v e l , f a i r . 
The difference between work and .job 
While the concepts of jobs and work can be d i f f e r e n t i a t e d , i n the 
vernacular use of language the concepts often get conflated, i . e . the 
difference between these concepts get blurred. However, f o r the purpose of 
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t h i s thesis, c l a r i f y i n g would be advantageous. I n t h i s short sub-section, 
•the concept of work i s defined f i r s t and then the discussion endeavours t o 
show the difference between t h i s concept and that of job. 
I n the Geigy S c i e n t i f i c Tables ( 1 9 7 0 ) i n the section on Physical Units 
of Measurement the concept of work i s dealt with as follows; 
"Energy, work and amount of heat are physical quantities with 
the same dimensions and i d e a l l y should be measured i n a common 
uni t o...w 
2 -2 
The c i t e d publication defines the dimension of work t o be "L MT ", and 
discusses the coherent and noncoherent units of measurement f o r work as a 
physical quantity; i n the International System of Units the u n i t of work 
i • 
i s the Joule. 
The above exposition suggests that the concept of work relates solely 
t o the input of energy. Within t h i s rendering, an animal (say, a horse) 
could do work, a machine oould do work and equally a human being pould do 
work. 
Although the concept of work i s t o t a l l y defined above, some fu r t h e r 
elaboration may be found usefulo An elaboration would be the type of a c t i v i t y 
or the end towards which energy gets expended. The types of statements: 
- I am mowing the lawn 
- He i s washing clothes 
show the type of a c t i v i t y i n the understanding of which energy i s being 
expended. Note that from the above type of statements, i t i s possible t o 
discern the immediate purpose of energy expenditure - a cut lawn and clean 
clothes. Other statements may indicate only the mode of energy expenditure, 
without even the immediate purpose of a c t i v i t y becoming clear. Example of 
a statement in d i c a t i n g expenditure of energy i n the mode form would be: 
- They are walking up the h i l l , towards the church 
The difference i n the conceptualisation of work and job i s essentially that 
whereas the former i s based solely on measurement of energy input t h a t of 
the l a t t e r involves consideration of output as w e l l . Note, therefore, w i t h i n 
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the context of job some form of work, performed by the job holder, w i l l 
always be involvedc 
That the word "job" evokes a multitude of connotations, such as 
- piece of work, especially done f o r h i r e or p r o f i t ; 
employment! post, e t c 
has been stated i n Chapter lo Also mentioned i n Chapter 1 was the Newman 
and Rowbottom (1968/73) conceptualisation which involves 'work on demand*. 
Together these conceptualisations would exclude' from the concept of job 
work given out t o outsiders, e.g. consultancy and contract work and the 
honorariums therefor,, 
• I n l i n e with the d i s t i n c t i o n between the concepts of work and job, as 
elaborated above, some of the l i t e r a t u r e discussed i n Chapter 5 has been 
labelled as work design rather than job design. Research undertaken on 
work design follows essentially the ergonomic t r a d i t i o n except t h a t not only 
the physique but also some elements of the psyche are given recognition. The 
rationale of ergonomics, i n i t s application t o work design, i s t o bring the 
operations of work t o wi t h i n human a b i l i t i e s . Thus work which p r i o r t o 
application of ergonomic engineering could be regarded as leading t o stress 
or boredom would, on successful application of ergonomic enginering, be 
made less s t r e s s f u l or boredom inducing. 
In work design, although a t t e n t i o n i s focussed on the job holder inputs, 
the organisational outputs since they are a function of job holder inputs 
get manipulated at the same time. Work design t r a d i t i o n could therefore 
be regarded as one which attempts to make the work more manageable f o r the 
job holder, but i n doing so the outputs f o r the benefit of the organisation 
get automatically increased unless, of course, the job holder through an act 
of w i l l s t a r t s expending less e f f o r t than p r i o r t o ergonomic intervention. 
Note, however, that job design as a research paradigm subsumes work 
design, i . e . job design includes work design but a d d i t i o n a l l y involves 
adjustments t o the job holder outputs from the job and organisational inputs 
to the job. 
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Overall assessment of the work 
I n t h i s subsection, then, the author w i l l give an o v e r a l l assessment 
of the work reported i n the thesis. 
There are two features to the research reported i n the thesis. The 
thesis reports: 
1. The development of a theory of job design 
2. The application of a methodology which f a c i l i t a t e s job design, 
according to theory. 
I n Chapter 5 while discussing Taylor fs theory of job design, a viewpoint 
(that of Braverman (1974)) was presented t o the effe c t that Taylor only 
d i s t i l l e d the then prevalent movement i n t o a coherent philosophy. The author, 
i n evaluating his own work would say that he himself has done no more than 
attempt to d i s t i l l the various prevalent thoughts, based on research findings, 
i n t o a coherent philosophy and theory of job design. These remarks apply t o 
the t h e o r e t i c a l work reported i n Chapters 6 and 11, where the term 'Job 
design' i s focussed upon f o r i t s substantive meaning, i . e . the measures 
and parameters of jobs. 
From the e a r l i e r discussion on measures and methods of measurement 
(Section 13.4) i t should be clear that important as the d e f i n i t i o n of 
measures i s , f o r the concept to have u t i l i t y , i t must be supported by some 
method which f a c i l i t a t e s measurement. In the case of job design the method 
must, fu r t h e r , f a c i l i t a t e movements i n the job content and context so as t o 
ef f e c t a new alignment of parameter values. Here again, the author would 
evaluate his own work as d i s t i l l i n g the concepts of import i n applied job 
design and, f i r s t l y , laying them down as required characteristics f o r job 
design; secondly, t e s t i n g a methodology hying the required characteristics 
i n action research. 
The work reported i n Chapters 8 and 9 i s thus methodological. I n those 
chapters the author introduces the d e f i n i t i o n of the characteristics required 
f o r a methodology which would support the theory and l a t e r describes the 
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application of a methodology judged t o have the required characteristics. 
The concepts of fairness and balance that the author has u t i l i s e d i n 
the buil d i n g of his own theory of job design are not purely the products of 
his own personal views on, and of, l i f e i n general and jobs i n the s p e c i f i c o 
To the extent that any theory, or any work, i s a product of the individual's 
own way of looking at things, the t h e o r e t i c a l perspectives on job design w i t h i n 
t h i s thesis are t o the same extent r e f l e c t i o n s of the author's s u b j e c t i v i t y o 
But no more. Concepts of f a i r pay (even f e l t f a i r pay) and the dysfunctional 
effects of overloading or underloading job holders are w e l l discussed i n 
l i t e r a t u r e , and references t o these have been provided i n the various chapters. 
The, data collected, integrated and consolidated provided the grounds f o r 
the theory. Thus the author regards his own work as consolidation of the 
currently prevailing thoughts i n t o a cohesive philogophy, and presenting a 
methodology (tested by him) which f a c i l i t a t e s job designo 
Personal experience and learning 
Up u n t i l now, the discussions presented have had bearing on substantives 
other than the author himself. That as a consequence of undertaking research, 
over nearly f i v e years, some s h i f t i n a t t i t u d e a r i s i n g from the experience 
derived, i s l i k e l y t o emerge, would be axiomatic * Tn t h i s section, the 
author b r i e f l y describes his own experience of research, the outcomes personal 
to himself, and the s p i r i t with which he undertook the research. 
As a person who commenced his research period a f t e r t r a i n i n g i n Physics, 
Mathematics, S t a t i s t i c s and Computer Science, the current research a c t i v i t y 
has involved learning the a b i l i t y t o grasp social concepts where laws and 
rules (of the kind obtaining i n pure science) do not obtain. This has 
resulted i n the author having t o develop the a b i l i t y t o write about concepts, 
having f i r s t harnessed material read, observations made and having analysed 
and synthesised the material through his own f a c u i t i e s . Thus, the author 
believes that he has developed, through t h i s research period, a number of 
s k i l l s and a wealth of knowledge. The author's, challenge now i s t o harness 
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his learning of the managerial task and job design t o the thread of his 
personal life<> 
The work reported i n t h i s thesis was undertaken i n the t r a d i t i o n and 
s p i r i t of Muslim scholarship. The hallmark of t h i s t r a d i t i o n i s pursuit of 
learning - f o r i t s product but even more so importance i s attached t o the 
process. The t r a d i t i o n places high regard, nay honour, on modesty and 
dedications 
The work reported i n t h i s thesis i s the author's attempt, f i r s t l y , at 
a r r i v i n g at a wholistic theory of job design; secondly, developing and 
t e s t i n g a methodology which f a c i l i t a t e s the design of jobs i n accordance 
with the derivatives of the theory. Although job holder acceptability of 
the derivatives of the theory was found t o be high and the methodology 
worked during t e s t , these can only be regarded as pointers indicating a 
promise, as only the t e s t of time with many applications can prove the r e a l 
worth (or worthlessness) of the theory. 
The End 
Appendices and B i b l i o g r a p h y 
CONTENTS 
Analysis and synthesis of managerial .jobs; .job design 
APPENDICES AND BIBLIOGRAPHY 
I n the main body of the thesis references t o appendices have been made i n 
Chapters 6, 7, 9, 10 and 12. I n t h i s part of the thesis presentation of the 
appendices i s followed by the presentation of the Bibliography. Before 
presenting the material i t s e l f the structure w i l l be explained. 
The Appendices 
A structured system, based on the chapter number t o which the appendix 
(or appendices) belong, has been adopted. 
Where a chapter has only one appendix, the appendix has the same number 
as the chapter, e.g. Appendix .10 and Appendix 12. 
Where a chapter has more than one appendix, the appendices have been 
so numbered that while the primary designator i s derived from the chapter 
number, the secondary designator i s the sequential number f o r the appendix 
w i t h i n the chapter. For example, the four appendices t o Chapter 6 have been 
numbered: 6.1, 6.2, 6.3 and 6.4. 
Pages w i t h i n each appendix (and where an appendix has a number of items, 
each item) are numbered independently. 
To f a c i l i t a t e referencing, yellow separator pages have been inserted 
between appendices belonging t o d i f f e r e n t chapters. The yellow separators, 
moreover, provide fu r t h e r d e t a i l s on the contents. 
The Bibliography 
The author devised a computer based system f o r keeping track of his 
references. The system consists of four small programmes, w r i t t e n i n PL1, 
and the use of the sort u t i l i t y (which i s called four times). I t i s not a 
very sophisticated system but has been found useful, and i s being used by, 
other researchers, besides the author, i n the Business School. 
In i t s currently available version, the system uses c a p i t a l characters 
only. The d i s c i p l i n e imposed by t h i s r e s t r i c t i o n i s as follows: 
Names with an intermix of c a p i t a l and small l e t t e r s , e.g. McConkey, 
are carried i n the system as MC.CONKEf. 
Appendices to Chapter 6 
Contents: 
6.1 Questionnaire used i n Survey pp 11, 
6*2 Table showing the contrived equivalence 
between BGA and S t a t i s t i c a l Office 
classifications pp 5. 
6.3 Selection Procedure, Response Rates, 
Associated Costs and Defacing pp 6. 
6.4 Integrative Classification for Functional 
areas to which Job Design application was 
• reported .pp 1. 
P r o j e c t : 
E f f e c t i v e Job Design 
f o r 
Managerial P o s i t i o n s 
Questionnaire: 
Job Design P r a c t i c e s 
On completion, p l e a s e ret u r n 
the questionnaire to: 
M. J . Chaudri, 
Durham U n i v e r s i t y Business School, 
M i l l H i l l Lane, 
Durham. 
DH1 3Lt3 
I f you have any qu e r i e s , 
please telephone: 
Jim Chaudri on 
(0385) 41919 E x t . 59 
1 
Demographic Data 
O v e r a l l s i z e of employing organization, i . e . number of people employed: 
i . l e s s than - 500 i i . 501 - 1,000 
i i i . 1,001 - .5,000 
i v . 5,001 - 10,000 
v. 10,001 - 20,000 v i . 20,001 - 50,000 
v i i . more than - 50,000 
O D Q 0 O O O e » t - O O « O O O » O O O O « « O 
» O « » « « 0 Q O O O 
n • • • • • • 
2* How would you describe the business area of the org a n i z a t i o n : 
i # production o o o o o « o o « o o o o o o o o © « « » o « * » o « o o * » o « 
1 1 9 r e s e a r c h « * o o o o o o o e o o o o o o « e o < > o o e o o o o e o o o o o o 
1 1 1 • t r a d i n g o » o o © # a o © Q O « « q o o « o o o o o e ( > © o © © o o o o o o o - - |'" j 
S e r v i c e s o e o o o o o o o o o o o » o o * « o o o « « o e e * o o 0 O 0 « o J^J X V , 
v» Others, p l e a s e s p e c i f y : 
• 
3* The ownership of the organization: 
i #. B r i t i s h o e o o » « 0 O O « o « O 0 o o o o o o » o o e o » o « o o o * o o e 
i i m Foreign o o o o o o o o e o o o o o o o o o o o 0 * e o * o o < > o o e o « 0 o J^j 
4 0 How long have you been with your c u r r e n t l y employing organization: 
i . l e s s than 2 • 
i i . 2 - 5 year s . . . . « « « « • « o . . . o » » o » o o . . » o o o o o • 
i i i . 5 - 10 years . . . . . . « o e « o . o . o . o » . . . o 4 o o o . o . • 
i v . 11 - 20 yearS e o . o o o o . o o a e * o o . o . « « . f t « o o . . . 0 n 
v. more than 20 yearS . . o » o o o o a . o o . o « . . . « o . o . . . o o o . • 
3 
SECTION A 
7. Does your organization have job ( p o s i t i o n ) d e s c r i p t i o n s f o r managerial 
l e v e l employees: 
C n o C y e s 0 don't know 
1 2 3 
I f no or don't know, please go to question 8. 
a) Do a l l managerial l e v e l employees have job ( p o s i t i o n ) d e s c r i p t i o n s : 
[ ] no yes don't know 
1 2 3 
b) . Are the following elements included i n the job ( p o s i t i o n ) 
d e s c r i p t i o n : 
YES NO 
i o outputs from the job holder <>«•>•»........ 
i i o i nputs to the job holder ..................... Q 
i i i . the p r o c e s s ( e s ) to be employed by the job 
holder to convert h i s inputs i n t o outputs .... J^j Q 
i v . the q u a l i t y required of each output , . , , „ , , , . Q £J 
v. the quantity r e q u i r e d of each output Q Q 
v i . the timing required f or each output .......... Q Q 
v i i . the q u a l i t y r e q u i r e d of each input ........... Q 
v i i i . the quantity r e q u i r e d o f each input .......... Q] 
i x 0 the timing required f o r each input ........... Q Q] 
x. the resources a v a i l a b l e to the job holder .... Q Q 
c) Are any other elements included i n job d e s c r i p t i o n s . 
P l e a s e l i s t : 
1.. o . o . o o o . o . . . | | 
jLitt • o . . o » . . . o 4 « | ^ | 
3 . i i . [ o . e o o o . o o o o | j 
5 
i i . I n the development of Job Description for 
Senior Management do the following p a r t i c i p a t e : 
No Yes 
- A job design s p e c i a l i s t , 
p l e a s e s p e c i f y : 
i i i . I n the development o f Job D e s c r i p t i o n for 
Middle Management do the following p a r t i c i p a t e : 
No Yes 
1 2 
- A job design s p e c i a l i s t , 
p lease s p e c i f y : 
. . . O . O O . O 
Don't 
know 
- job holder's boss Q Q [ | 
1 2 3 
- job holder's colleagues ................ Q £j] Q 
1 2 3 
- job holder's sub-ordinates Q Q Q 
1 2 3 
......... D Q O 
1 2 3 
Don't 
know 
- job holder's boss ........ « o . . . . . . . | | f " ~ ] |~*^  
1 2 3 
- job holder's c o l l e a g u e s ................ Q Q Q 
1 2 3 
- job holder's sub-ordinates ............. Q Q Q 
• • • 
1 2 3 
b) Who takes p a r t i n the a p p r a i s a l ( t i c k the r e l e v a n t b o x ( e s ) ) : 
i o the boss of the job holder < > o » o o o < > o o o o o e o o » e o o < > Q 
i i , the sub-ordinates o f the job holder « » o « o » . o . o . 
i i i o colleagues dependent on the output from 
the j Ob holder o a o o o o e » 6 0 » o o o o o o o o o o o e o o o o « o o o o j | 
ivo A r e p r e s e n t a t i v e of the personnel f u n c t i o n °oo<> | | 
Others, please s p e c i f y : 
• 
• 
Vo 
v i . 
o » o . » o o o o o e « o e e 9 
o e o « e o o e e e « « e « e « 
c) How often i s performance a p p r a i s a l conducted: 
, — more than once a year o o o < > « e e o o < > o e o < o o o « o i < o e a o a [ [ 
— OnCe a year • o o e o Q O o o o 4 0 d * e o « o o « o o f t o o e o o o e o « o o o o I I 
- as often as found d e s i r a b l e by the boss » . . , , . o o Q 
Others, p l e a s e s p e c i f y : 
• 
• 
o o e o o e c o o o « o o o * o o 
d) Are t r a i n i n g needs e s t a b l i s h e d a t the time o f performance a p p r a i s a l : 
P no Q yes Q don't know 
1 2 3 
9, Do you have a job evaluation scheme f o r managerial l e v e l employees: 
[ ] no Q yes £J don't know 
1 2 3 
I f no or don't know, please go the question 10., 
a) What causes a job to be re-evaluated: 
i o There i s r e g u l a r r e - e v a l u a t i o n of every j ob ,„. 0 Q 
i i . When the job-holder requests a 
re — e v a l u a t i o n « o « * « o o o o o * o e e o o * o « o a o o o o » e o g » o o o e |" j 
i i i o When the job-holder's boss requests 
a r e — e v a l u a t i o n o « » « o o o e a e « » o o 0 « o # o o o o o o « o « « * o o « j j 
Others, p l e a s e s p e c i f y : 
Which of the follov/ing i n d i v i d u a l s are invloved i n the o b j e c t i v e 
and/or t a r g e t s e t t i n g process, please t i c k : 
i„ the job holder's boss .......................... 
i i P the job holder's sub-ordinates ................. Q 
i i i . the job holder's colleagues .................... 
,ivo those who are due to r e c e i v e the 
job—holder's outputs ........................... 
v. those who are due to supply the job-holder 
WXth XnPUts . o . e o o . f l o o . . » » o « . « . o e s o « o o . . » . . . o . . . | | 
v i . a r e p r e s e n t a t i v e of the personnel function ..... Q 
v i i . Others, please s p e c i f y : 
• 
• 
• 
> . . o o . o . * e < 
o . o . o . . . . . . . . . . . 
s o . o . o o o . . 0 0 . 0 . 0 
How are the o b j e c t i v e s and/or t a r g e t s documented,, 
Ple a s e t i c k the appropriate boxes: 
X o I n handWTXtXng o o o o . e o o o o o o . o o o o o e o . . » o o o o o e e o o . I I 
i i . Typed by the job-holder's s e c r e t a r y ............ Q 
i i i . Typed by another s e c r e t a r y . . . . o . . . . . . . . . . . . o . . . Q 
i v . Held on computer f i l e • > t 6 i > i » » i i i i i n t i > i > i i > 
v. Others, please s p e c i f y : 
• n 
o e o o e o e o o o t 
> Q O » 0 0 0 « « 4 - « O O Q 9 0 Q 
Which of the following hold copies of the job-holder's o b j e c t i v e 
and/or t a r g e t s : 
i . The job—holder's boss .......................... Q 
X i o The job holder o A » o o » o « a » . . f r o o o . » o o o . . e o » o o . « . . e | | 
i i i . The job holder's sub-ordinates 
iv. The job holder's colleagues .................... £]] 
v. Those who are due to r e c e i v e the 
job holder's outputs ........................... | | 
v i . Those who are due to supply the job holder. 
W X t l l XnPUts ...... . o . . . . f t . . . © • • © • © . © . . « . « « « » 0 . o * J | 
vix. The personnel function .................•...».»« Q 
vii i . O t h e r s , please s p e c i f y : 
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12. Does your organization use Manpower planning f o r manager l e v e l p o s i t i o n s : 
Q no yes Q don't know 
1 2 3 . 
I f no or don't know, p l e a s e go to question 13. 
a) I s an industry-wide manpower a v a i l a b i l i t y taken i n t o c o n s i d e r a t i o n 
. when d e r i v i n g your o r g a n i z a t i o n a l manpower p l a n s : 
C n o D y e s D don't know 
1 2 3 
b) Are su c c e s s i o n p l a n s f or managerial l e v e l employees l i n k e d with 
organization manpower planning: 
0 n o D ^ e s O don't know 
1 2 3 
c ) Are the recruitment p r a c t i c e s of i n d i v i d u a l work u n i t s w i t h i n 
your organization l i n k e d to the o r g a n i z a t i o n a l l e v e l manpower plans : 
C n o D y e s C don't know 
1 2 3 
d) Are these manpower plans r e l a t e d to .the c u r r e n t design of 
e x i s t i n g j o b s : 
[ ] no yes don't know 
1 2 3 
13. Does your organization have an annual recruitment scheme for managerial 
l e v e l j o b s : 
f~] no Q yes Q don' t know 
1 2 3 
I f no or don't know, p l e a s e go to question 14. 
a) Are recruitment p o l i c i e s l i n k e d .to s u c c e s s i o n plans f or i n d i v i d u a l s : 
Q no Q yes Q don't know 
1 2 3 
b) Are the recruitment p r a c t i c e s i n v e s t i g a t e d f o r e f f e c t on the c u r r e n t 
designs of e x i s t i n g j o b s : 
[ ] no Q yes don't know 
1 2 3 
c) I s the work behaviour of employees r e c r u i t e d under past recruitment 
p o l i c i e s taken account of i n cu r r e n t p r a c t i c e s : 
Q n o Q yes Q don't know 
1 2 3 
1 3 
15, How are s a l a r i e s f o r management l e v e l i n d i v i d u a l s determined, please 
t i c k the r e l e v a n t box(es): 
0 0 6 0 0 0 * 0 0 a) «7ob grading 0 0 0 0 0 0 0 0 * 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 
b) Government advice on r i s e s i n s a l a r y . . . 0 0 . . . . 0 0 
c ) D i s c u s s i o n between the i n d i v i d u a l and h i s 
s a l a r y determining s u p e r v i s o r . . . 0 . 0 0 0 0 0 0 0 
d) Depends on the going r a t e s , i n industry . o o . o . . . 
e) D i f f e r e n t s k i l l s get paid d i f f e r e n t l y 
f ) Managerial l e v e l employees union . . . . . . 0 0 0 0 0 . » o . 
g) National n e g o t i a t i o n s . . . o . . . o . . . . . . o . o o . o o o o o o o 
Others, please s p e c i f y : 
i e o » o o « o o i > « o o o o o o 
O o » ft O I 
• 
• 
• 
• 
• 
• 
• 
• n 
16. Does your organization c h a r t s u c c e s s i o n p l a n s : 
• ™ 
1 
[*"] yes don't knc 
2 3 
I f no or don't know, please go to question 1 7 o 
a) Are i n d i v i d u a l s t o l d o f the plans regarding themselves 
b) I s t r a i n i n g organised i n the p u r s u i t of these plans . o . 
c ) Are i n d i v i d u a l views ( c a r e e r a s p i r a t i o n s ) on Plans 
e ft • • o o o 
f o r them a s c e r t a i n e d 1 o e ft ft • » e < 1 o o o a ft e < 
• 
• 
• 
17. I f a managerial p o s i t i o n becomes vacant w i l l i t be f i l l e d by i n t e r n a l 
promotion: 
always Q often Q sometimes Q never don't know 
1 2 3 4 5 
18. When there i s need for new s k i l l s does the company o f f e r t r a i n i n g / 
o p p o r t u n i t i e s to c u r r e n t s t a f f : 
£3 no Q yes []] don't know 
1 2 3 
19. Do you have f l e x i - t i m e f o r your managerial l e v e l employees: 
• 
1 2 3 
15 
22. Why did your company i n i t i a t e Designing Jobs: 
a) Employee job d i s s a t i s f a c t i o n reasons -
i» a f t e r problem arose Q] 
i i . to prevent problem a r i s i n g 
b) P r o d u c t i v i t y reasons -
i . to s t a b i l i s e f a l l i n g outputs .................. \~\ 
• i i . to boost p r o d u c t i v i t y | | 
Other reasons, please- s p e c i f y : 
c ) . 
d) 
23. Does your organization have a p o l i c y according to which managerial jobs 
are to be designed: ^ 
[ ] no . [ ] ' yes £ ] don't know 
1 2 3 
I f no or don't know, p l e a s e go to question 24. 
a) I s t h i s p o l i c y known to managerial employees: 
[ ] no Q yes don't know 
1 2 3 
I f no or don't know, please go over to item ( c ) within t h i s 
question ( i . e . do not answer item ( b ) ) . 
b) Which of the following groups were involved i n forming the 
job design p o l i c y : 
i . s e n i o r company executive Q 
i i 0 the Personnel dept..... Q 
i i i . outside co n s u l t a n t s ........................... £ J 
i v . the managerial union(s) Q 
v. a committee from d i f f e r e n t l e v e l s of 
managerial s t a f f Q 
Others, p l e a s e s p e c i f y : 
v i . • 
v i i . • • 
c) I s the p o l i c y s t a t e d a t corporate l e v e l : 
[ ] no [[]] yes Q don't know 
1 2 3 
I f yes, 
d) Can major u n i t s modify the sta t e d p o l i c y to s u i t t h e i r needs: 
[] ] no Q yes Q] don't know 
1 2 3 
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Please i n d i c a t e the amount of in f l u e n c e on the job design process 
e x e r c i s e d by each of the following i n d i v i d u a l s : 
No N e g l i g i b l e Considerabl 
I n f l u e n c e I n f l u e n c e I n f l u e n c e 
0 1 2 3 4 5 6 7 
i . The job holder ....... • • • • • • • • 
i i . The boss of the job 
holder o e o s e e e e o e v o e s e • • • • • • • • 
iii« The colleagues of the 
job holder . » o o « o o ° ° . « • • • • • • • n 
i v . The sub-ordinates of 
the job holder o e e e o o o P • n • n D • • 
v. Personnel Dept 0 . o . « « « 
Others, please s p e c i f y : 
• • • • • • • • 
v i . ' • • n • • • n • 
v i i . • • • • • • • • 
b) I n your organization i s there a s p e c i a l r o l e of '[job designer", 
i„e. a person who f a c i l i t a t e s the process of designing 
managerial j o b s : 
• no 
1 
D yes Q don't know 
2 3 ' 
c ) Have those r e s p o n s i b l e f o r designing the jobs of others had 
s p e c i a l t r a i n i n g i n the process of Job Design: 
1 
j [ yes Q don't know 
2 3 
19 
Personal c h a r a c t e r i s t i c s , s k i l l s or a t t r i b u t e s : 
• no Q yes Q don't know 
1 2 3 
I f yes, p l e a s e s t a t e a t l e a s t 5 c h a r a c t e r i s t i c s , s k i l l s or 
a t t r i b u t e s f o r which data i s most commonly c o l l e c t e d : 
lo 
2. •• 
3. 
4. 
5„ 
6. 
7o 
Problem a r e a s : 
[ ] no Q yes Q don't know 
1 2 3 
I f yes, 
I n the space below could you ennumerate some o f the most 
frequently r e c u r r i n g problem a r e a s : 
lo : 
2. 
3. 
4„ 
Does the job design process include checking t h a t the establishment 
v a r i a b l e s l i s t e d below are i n l i n e with the needs of the jobs t h a t 
are designed: 
I . Authority a v a i l a b l e to the job holder ......... 
i i o R e s p o n s i b i l i t y given to the job holder ........ Q 
" i i i . Information flow system, methods and 
Procedures o . « e e e o o . o o . . O 0 e « . « . o o e o o . o f l a » o * . « o o | | 
i v . The s t r u c t u r e of the or g a n i z a t i o n ............. Q 
v. F i n a n c i a l Budgeting systems ........... Q 
v i o Administration c o n t r o l procedures .......V | | 
Other v a r i a b l e s checked, please s p e c i f y : 
V i X . o o o o o o o o o « s o o » . o I I 
V l i i . . o o o . o . o . o « « o » . o j I 
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6 o 2 « Table shewing classes due to BGA and S t a t i s t i c a l Office 
considered equivalent f o r the purpose of the study 
reported i n Chapter 6 
3 . 
4 = 
BGA c l a s s i f i c a t i o n S t a t i s t i c a l Office c l a s s i f i c a t i o n 
9 . 
10. 
l l o 
1 2 „ 
Metals and Mining 
Chemicals, Plastics & Rubber 
Petroleum ( 3 ) 
Pharmaceuticals ( 4 ) 
Cosmetics & T o i l e t r i e s ( 1 2 ) 
Mining and quarrying + metal manu-
facture + metal goods not c l a s s i -
f i e d elsewhere 
Chemical and a l l i e d industries; 
mineral o i l r e f i n i n g ; l u b r i c a t i n g 
o i l s and greases; rubber, l i n o -
leum, p l a s t i c s , f l o o r covering 
etc.; p l a s t i c products not 
specified elsewhere 
Energy: e l e c t r i c i t y , gas, coal, etc. Gas, e l e c t r i c i t y & water; coke 
Mechanical engineering ( 6 ) 
Glass, s c i e n t i f i c instruments 
Motor vehicles and accessories 
Aeronautics and shipbuilding 
E l e c t r i c a l engineering and 
electronics 
Textile and clothing 
Mechanical engineering; i n s t r u -
ment engineering; glass 
Wheeled t r a c t o r manufacture; 
motor vehicle manufacture; motor 
cycles ( t r i c y c l e s and pedal cycles 
manufacture); locomotives and 
railways track equipment; railway 
carriages and wagons and t r a i n s 
Ship building and marine engineer-
ing; aerospace equipment manufac-
t u r i n g and repairing 
E l e c t r i c a l engineering 
Textiles; clothing and footware; 
leather goods and furs 
Food and drink (including tobacco) Food, drink and tobacco 
Timber, paper and packaging ( 1 3 ) 
p r i n t i n g and publishing, radio 
& TV 
Building and construction 
Travel & Transportation & Tourism 
(including restaurants) 
Timber and f u r n i t u r e ; paper, 
p r i n t i n g and publishing 
Bricks, f i r e c l a y & refractory 
goods; pottery; cement abrasives 
& building materials; construction 
Transport & communication; cinemas, 
theatres, radios; sport and other 
recreation; betting and gambling; 
hotels & other r e s i d e n t i a l estab-
lishments; restaurants, cafes & 
snack bars; public houses; clubs 
continued overleaf 
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1 3 . 
1 4 . 
1 5 . 
1 6 . 
1 7 . 
- continued from overleaf- — 
Commerce, trade & r e t a i l i n g ( 1 7 ) D i s t r i b u t i v e trades 
Banking, finance and insurance; 
advertising & public r e l a t i o n s ; 
consulting 
P r i n t i n g , publishing and radio 
Public services and government 
Teaching and education 
Insurance, banking, finance and 
business; professional and 
s c i e n t i f i c services; accounting 
services 
Printin g , publishing of news-
papers and periodicals; book 
binding; engraving, etc. 
Miscellaneous services; public 
administration and defence 
Educational services 
Note Is The BGA guide category "Conglomerates, holding companies and 
venture capital' 1 was not used. 
Note 2 : Some of the.Central S t a t i s t i c a l Offices sub-categories (e.g. 
brushes and brooms, toys, games, children's carriages and sports 
equipment, etc.) with an employment of around half a m i l l i o n 
could not be mapped onto the BGA guide c l a s s i f i c a t i o n . 
Note 3 : I n the recruitment f o r p a r t i c i p a t i o n , the BGA guide class 
"Teaching and Education" was excluded. 
The table overleaf gives the scheme f o r proportionate recruitment 
derived from the Central S t a t i s t i c a l Office figures f o r employment f o r the 
1 6 categories chosen from the above l i s t . 
Category Proportion 
1 1,119 
2 5 7 7 
3 6 9 8 
4 1 , 2 0 5 
5 5 7 6 
6 3 9 4 
7 7 9 2 
8 1 , 0 9 3 
9 7 5 6 
1 0 5 2 1 
1 1 1 , 5 2 7 
1 2 1 , 5 4 3 
1 3 2 , 6 4 0 
1 4 1,198 
1 5 3 5 5 
1 6 3 , 5 9 1 
6 . 3 / 1 
6 . 3 o Selection procedure, response rates, associated costs 
and defacing 
Members of the BGA work w i t h i n the UoK.. as w e l l as overseas. I t was 
decided not to contact foreign based individuals as i t was the author's wish 
t o study managerial job design practices w i t h i n the U.K. A d d i t i o n a l l y , 
equally compelling reasons involved cost of correspondence and time lag on 
questionnaire completion. A result of the application of t h i s exclusion 
c r i t e r i a was that those foreign (to the U.K.) by n a t i o n a l i t y or school of 
graduation could p a r t i c i p a t e i n the survey provided they worked i n the U.K.; 
on the other hand, those B r i t i s h by n a t i o n a l i t y , who might be graduates of 
UoKo Business Schools, were excluded i f they were at the time of the survey 
working overseas. 
Of the f i r s t wave of the 158 questionnaire copies sent out, 50 were 
addressed t o Durham graduates. I n the second and t h i r d waves, 45 and 50 
further questionnaire copies were sent out. 
The table of Figure A6.1 shows the response rates, completion rates and 
acceptance rates f o r the three waves. An explanation f o r the three terms 
associated with rates i s as follows: 
( i ) Acceptance - number of copies usable f o r analysis, i . e . evaluable 
( i i ) Completion - f u l f i l m e n t of the acceptances c r i t e r i a + those 
completed by respondent but due t o defect i n comple-
t i o n not evaluable 
( i i i ) Response - f u l f i l m e n t of the acceptance and completion c r i t e r i a + 
those returned uncompleted. (Note: also included 
i n t h i s l a t t e r class are cases where l e t t e r s of 
apology, without • the questionnaire copy,were 
received). 
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No. of responses 
(response rate) 
No. of completions 
(completion rate) 
No. of acceptances 
(acceptance rate) 
Wave 1 - Durham 
g r a d s . ( 5 0 ) 3 4 ( 6 8 . 0 $ ) 2 8 (56%) 2 7 ( 5 4 . 0 $ ) 
- others (108) 6 1 ( 5 6 . 5 $ ) 3 5 ( 3 2 . 4 $ ) 3 2 ( 2 9 . 6 $ ) 
Wave 2 ( 4 5 ) 00 (no n<£\ on (kk.n<£\ OQ (^l..t<t\ 
Wave 3 ( 5 0 ) 2 6 ( 5 2 . 0 $ ) 18 ( 3 5 - 0 $ ) 1 7 ( 3 0 . 9 $ ) 
Total = 2 5 3 1 5 4 ( 6 0 . 9 $ ) 1 1 1 ( 4 3 . 9 $ ) 1 0 5 ( 4 . 1 5 $ ) 
Figure A 6 . 1 : S t a t i s t i c s on questionnaires sent 
Explanations f o r the difference between 'Response' and 'Completion 
rates are as follows: 
. l o The person addressed sending a l e t t e r , claimimg 
(a) he had no time 
(b) he did not understand what was being "driven a t " . 
Whatever the stated reason, the i n d i v i d u a l addressed responded, 
although the questionnaire i t s e l f was not completed. 
2 . The secretary or a colleague of the i n d i v i d u a l sending a l e t t e r (or 
even a telephone c a l l ) with the following types of explanations 
regarding the i n d i v i d u a l f o r whose completion the questionnaire had 
been sent: 
(a) moved on t o some other organisation 
(b) was away f o r more than 3 weeks - on holiday or tour of duty 
(c) had been posted elsewhere (often overseas) while remaining 
wi t h i n the organisation 
Stimulating the response rate 
From the f i r s t wave, the non-Durham response rate of 2 9 . 6 $ was considered 
abyssmally low and was therefore a cause of anxiety t o the author. Brunner 
and Carol ( 1 9 6 9 ) and Ford ( 1 9 6 7 ) suggest the sending of advance l e t t e r s i n 
order t o stimulate the response rates. The advance l e t t e r serves the purpose 
of 'warming up' the person p r i o r t o the receipt of the actual questionnaire. 
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Nboof individuals 
with whom contact 
attempted, A = 7 2 
No<>of individuals 
no longer with f i r m 
B = 1 5 
{•a „ ~ 
\ u ao 
of .. 
/o ui tCUo O } 
No.of individuals s t i l l 
at BGA indicated address 
C - 5 7 
(C as a % of A, 7 9 . 2 ) 
Nboof individuals 
with whom contact 
never established 
(with 5 attempts) 
D = 2 
(D as a % of A, 2 . 7 ) 
(D as-a % of C, 3 . 5 ) 
Noo with whom contact 
established i n up t o 
5 attempts 
E = 5 5 
(E as a % of A, 7 6 . 4 ) 
(E as a % of C, 9 6 . 5 ) 
No.of individuals 
who refused t o 
part i c i p a t e 
F = 1 0 
(F as a % of A, 1 3 . 9 ) 
(F as a % of C, 1 7 . 5 ) 
(F as a % of E, 18.2) 
Mo0of individuals 
who accepted t o 
participate 
G = 4 5 
(G as a % of A, 6 2 . 5 ) 
(G as a % of C, 7 8 . 9 ) 
(G as a % of E, 81.2) 
Response 
H = 2 0 
Eventual status 
of these 4 5 
individuals 
Comple- Acceptable 
t i o n completion 
I = 3 0 J = 2 9 
Void = 1 6 Apologies = 4 
Follow-up of e f f o r t at p r i o r contact v i a 
telephone 
6.3 A 
For the second wave a strategy based on avoiding 'cold s t a r t ' was 
adopted. Further, a "void-rate" ( i . e . no response at a l l ) of more than k®% 
plus the number of responses indicating the physical i n a b i l i t y / i m p o s s i b i l i t y 
of the addressee responding at a l l , were additional factors recommending some 
form of " p r i o r contact". 
Telephone was used f o r establishing these p r i o r contacts. Figure A6.2 
gives a break down of the author's e f f o r t at recruitment through prior contact 
by telephone. 
With reference t o the data i n Figure A6.2, most individuals contacted 
remarked on lack of tijne and some even indicated, by t h e i r remarks, that they 
held academic research t o be of 'ivory tower* type, i . e . divorced from r e a l i t y . 
The acceptance t o pa r t i c i p a t e was guarded, i . e . on provisional basis. 
The phrase, "send i n the form and I ' l l respond i f I l i k e i t and provided I 
have time" would ap t l y capture the mood of t h i s guarded acceptance. 
At the time of the t h i r d wave the author already had i n hand 8 5 evaluable 
questionnaire copies (excluding the three which arrived l a t e ) . From cost 
considerations (discussed l a t e r i n t h i s section) the p r i o r telephoning was 
dropped, and 5 0 questionnaire copies sent out. 
Value of telephoning 
Telephoning brought t o the author's attention the following f a c t s : 
( i ) that nearly 21% of the questionnaires could not be expected back 
. because of errors i n addressing, 
( i i ) that around 10$ may refuse, on account of ' p r i n c i p l e ' , often 
indicating low regard f o r academic research 
( i i i ) that nearly ^0% may not respond even on a 'warm' basis. 
Cost consideration 
The computations on costs w i l l be based on two schedules: 
( i ) ScheduLs 1 ('stationery only') u n i t cost: 
Item Cost 
0.20 
0.08 
0.13 
Questionnaire form 
Two A4 envelopes 
Royal Mail postage 
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( i i ) Schedule 2 ('telephone only') u n i t cost: 
Telephone average cost f o r 5 minutes = £0.60 
The diagram of Figure A6.3 gives the d i s t r i b u t i o n of 'number of telephone 
c a l l s necessary f o r contact', f o r the 55 individuals with whom contact could 
be made, and the notes on the fig u r e explain the t o t a l number of telephone 
callso In the calculations incorporating cost of telephone, average telephone 
conversations of 5 minutes per c a l l w i l l be assumed. 
8 
24 
15 
1 2 3 4 5 
Note 1: Total number of c a l l s f o r 
successful contacts = 135 
(from the figure) 
Note ^: 15 c a l l s established that the 
individuals no longer worked at 
the address shown i n the BGA 
handbook 
Note 3' 10 c a l l s (5 apiece) t o two 
• individuals resulted i n ' s t i l l 
no contact'. 
Note 4s Total number of c a l l s = 160. 
Noo of ca l l s 
Figure A6.3: Number of telephone c a l l s necessary f o r 
contact with individuals 
Method I - Durham graduates 
Total cost, based on Schedule 1, = 50 x 0.41 = £20.50 
Produced 27 evaluable completed copies 
Therefore cost per usable questionnaire = £0.76 
Method 2 - Non-Durham graduates (waves 1 and 3) 
Total cost, based on Schedule 1 = 158 x 0.41 = £64.78 
Produced 49 evaluable copies 
Therefore cost per usable "questionnaire = £1.32 
Method 3 - Non-Durham graduates (wave 2) with telephone 'warm-up' 
Cost on Schedule 1 =45 x 0.41 = £18.45 
Cost on Schedule 2 = 160 x 0.60 = £96.00 
Therefore t o t a l cost = £114.45 
Produced 29 evaluable questionnaire copies 
Therefore cost per usable questionnaire = £3.95 
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From the above cost data, the average cost i s computed as follows: 
Total cost £199c79 
Total number of usable questionnaires = 105 
Therefore average cost = £1.90 
The defacing of questionnaires 
I t has been stated that no attempt was made Lo 'mark* the questionnaires 
sent out. However, questionnaire copies were coded so that on ret u r n the 
author could distinguish which i n d u s t r i a l grouping the respondent belonged 
t o . This was the only way that proportionate sampling, which the study plan 
called f o r , could be achieved i n t h i s current survey. The important t h i n g , 
considering the- author was pledged t o complete anonymity, i s that the author 
was r e a l l y " b l i n d " as t o which respondent completed a given questionnaire copy. 
Six copies of completed questionnaires, on a r r i v a l , were found t o be 
defaced: respondents had obl i t e r a t e d the coding. Therefore only 99 copies 
could be checked f o r c l a s s i f i c a t i o n on the i n d u s t r i a l grouping t o which 
respondents belonged. 
The Spring 1977 issue of Public Opinion Quarterly carries notes from a 
Symposium of Research Ethics. Although l i t e r a t u r e on survey (e.g. House, 
Gerber and McMichael (1977), Kephert and Bressler (1958)), suggests that 
selective reminders t o non-respondents e f f e c t i v e l y raises the t o t a l response 
rate, no attempt was made to use t h i s method, because the author, agreeing 
with the discussion at the aforementioned symposium, holds the t r a c e a b i l i t y 
of respondents' answers as unethical. 
The defacers of the questionnaire copies obviously objected t o any 
precoding, although, of course, they did not know the purpose t o which the 
author was putting these codes. 
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6.4: Integrative c l a s s i f i c a t i o n f o r functional areas f o r 
which .job design at managerial l e v e l was reported 
The 67 respondents between them reported 22 areas (including the f a l l f 
response) to which job design has been applied. These 22 areas were r e -
c l a s s i f i e d by the author in t o 6 cHassep as shown i n the table of Figure 6.3, 
i n the main thesis. 
The s i x classes i n the author devised c l a s s i f i c a t i o n are: 
1. Production & engineering 
2. Sales & marketing 
3» Personnel 
4« Staff & services (excluding personnel) 
5« Accounting & finance 
6. A l l units 
The table of Figure A6.4 gives the transformation from respondent 
c l a s s i f i c a t i o n to author c l a s s i f i c a t i o n . 
Respondent reported category (coding on computer) 
Production ( l ) 
Marketing (2) 
Personnel (3) 
Staff functions (4) 
Finance (5) 
Management services (6) 
Data processing (7) 
Administration (8) 
Technical development (9) 
Accounting (10) 
Engineering ( l l ) 
General management (12) 
Sales force (13) 
Services (14) 
Technical (15) 
Leisure (16) 
Housing (17) 
Planning (18) 
Engineering of c a p i t a l projects (19) 
Work services (21) 
Research & development (20) 
A l l (22) 
Reference No. of author 
c l a s s i f i c a t i o n 
1 
2 
3 
4 
5 
4 
4 
4 
1 
5 
1 
4 
2 
4 
1 
4 
4 
4 
1 
4 
1 
6 
Figure A6.4: Transformation of respondent reported f u n c t i o n a l 
areas t o the author devised scheme 
Note: The author accepts that the r e c l a s s i f i c a t i o n i s not rigorous. 
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Appendix 7.1 
Date: 
Dear 
Study on Managerial Job Modification 
1 . Purpose: The purpose of w r i t i n g t o you i s t o draw your at t e n t i o n t o the 
study referenced above, currently being pursued at DUBS, with the 
view of getting your organisation's p a r t i c i p a t i o n i n the study. 
2 . Introduction: A long l i n e of investigations, the most recent of which i s the 
'Finniston Report (1979)> have suggested that B r i t i s h industry 
under-utilises i t s f u l l manpower po t e n t i a l . I t i s increasingly 
becoming evident that the appropriate unit of analysis of organi-
sational efficiency i s the i n d i v i d u a l job holder. Focus on 
i n d i v i d u a l effectiveness and p o t e n t i a l u t i l i s a t i o n demands 
attention t o the design of the job. 
3. Study: The p a r t i c u l a r study I wish t o draw t o your a t t e n t i o n attempts t o 
analyse the effects of modification to managerial jobs from the 
following angles: 
- u t i l i s a t i o n of personal p o t e n t i a l 
- contribution t o organisational purpose 
- job s a t i s f a c t i o n experienced by the job holder 
The study seeks t o f i n d out: 
- the effects of job modification on the above items 
- what modifications job holders would choose f o r improved 
alignment along the above items. 
4» P a r t i c i p a t i o n : The study has already started i n four organisations of which 
three are large multi-national ones. The research design c a l l s 
f o r the p a r t i c i p a t i o n of 8 t o 10 organisations irrespective of 
size. Organisations p a r t i c i p a t i n g i n the study allow some of 
t h e i r managerial s t a f f t o contribute t o the study by completing 
w e l l designed and pilot-study-tested questionnaires which require 
around 45 minutes of time. 
5. C o n f i d e n t i a l i t y : Anonymity i s guaranteed to both the p a r t i c i p a t i n g organisa-
t i o n s and i n d i v i d u a l managers contributing to the research. 
6. Feedback: Organisations p a r t i c i p a t i n g w i l l be supplied with the following 
reports: 
- A summary of results obtained i n that organisation. 
- A summary of the aggregate results obtained i n the study 
as a whole. 
- A summary of the results obtained i n the whole project. 
7» Further contact: I hope that reading t h i s l e t t e r w i l l have aroused your 
interest and therefore you w i l l ivant a host of queries resolved 
before making decision regarding p a r t i c i p a t i o n . I t i s d i f f i c u l t 
t o put on one page everything on the project. I would therefore 
welcome an opportunity t o meet with you and/or your colleagues to 
resolve outstanding queries and discuss the p o s s i b i l i t i e s of your 
organisation's p a r t i c i p a t i o n i n the study. 
8. Gains f o r you: Each of the four organisations already i n the study hopes t o 
gain something d i f f e r e n t from the study. A considerable part of 
the discussion at the meeting w i l l be devoted t o delineating the 
p a r t i c u l a r p o t e n t i a l gains f o r your organisation. At the end of 
the day, the study w i l l be judged by the gains accrued t o the 
p a r t i c i p a t i n g organisations; therefore, as established researchers 
i t i s our wish that only organisations with the p o t e n t i a l t o gain 
should j o i n the study. 
9. Post Study support: I n addition t o the reports on data t o be supplied t o 
p a r t i c i p a t i n g organisations, those that show fu r t h e r i n t e r e s t 
and wish t o pursue investigation or seek advice t o implement 
changes w i l l be welcome to take advantage of the body of knowledge 
and high class f a c i l i t i e s that only an i n s t i t u t i o n of the stand-
ing of Durham University Business School can o f f e r . 
1 0 . Credentials: I , the p r i n c i p a l researcher on the project, have gained s i g n i -
f i c a n t managerial experience through working f o r eight years i n 
the corporate headquarters of a large Swiss multi-national. The 
project i s under the supervision of John L. J. Machin, the Dean 
of the Faculty of Social Sciences, at Durham. 
To arrange the meeting, I s h a l l telephone your o f f i c e , a f t e r allowing f o r 
s u f f i c i e n t time f o r you t o have read t h i s l e t t e r . 
Yours sincerely, 
(M. J. Chaudri) 
Appendix 1.2 
Names of organisations participating: i n studies 
1. Catering-by-County U.K. 
2. Corning Class U.S.A. 
3. Hoechst Germany 
U» Lloyds Bank Ltd. U.K. 
5. Scottish & Newcastle Group U.K. 
6. S h e l l U.K. O i l U.K. 
7. Timex Corporation U.S.A. 
8. Trust House Forte U.K. 
9« Vaux Breweries U.K. 
Appendix 7.3 
Organisation 
(Code) 
Number of participants 
Status of job design 
(For numbers i n brackets see 
note below) 
Study A Study B None Unit Policy 
ALPHA. 13 15 X(13,15) 
BETA 7 7 
DELTA 12 7 X(12,7) 
GAMMA 23 18 X(23,18) 
MU 24 19 X(24, 19) 
OMEGA 14 17 X(14,17) 
PHI Ik 10 X(14,10) 
THETA 3 4 X (3, 4) 
UPSILON 8 18 X(8,18) 
Totals 117 116 (39,39) (45,46) (34,30) 
Note: The figures inside the brackets indicate the number of respondents, 
from the p a r t i c u l a r organisation, who took part i n the studies. For 
example, the entry for organisation ALPHA shows that: 
1. There was no job design a c t i v i t y i n that organisation. 
2. The number of respondents taking part i n studies A and B 
were 12 and 11 respectively. 
The t o t a l s row, then, indicates that altogether, from the subset 
of organisations with no job design a c t i v i t y , 38 participants had 
had t h e i r jobs modified (Study A), and 40 held jobs which had not 
been modified (and therefore took part i n Study B). 
The following two pages comprise Appendix 7e4 
ur Ref 
ur Ref 
Date 
P/RAW/lw 
S c o t t i s h & 
N e w c a s t l e 
B e e r ( N o r t h ) 
L i m i t e d 
Tyne Brewery 
Gailowgate 
Newcastle upon Tyne 
N E 9 9 I R A 
Telephone 0632 25091 
Telex 53313 ' 
Dear 
MANAGERIAL JOB DESIGN 
We are co-operating with Durham U n i v e r s i t y B u s i n e s s School i n a p r o j e c t i n the 
a r e a of Managerial Job Design. Our o r g a n i z a t i o n i s one of the s e l e c t s e t of 
o r g a n i z a t i o n s t a k i n g p a r t i n t h i s p r o j e c t . 
The aims of the c u r r e n t study i s to f i n d out: 
1. Whether managerial p o s i t i o n h o l d e r s - whose j o b s have not been a p p r e c i a b l y 
modified over the l a s t two y e a r s - b e l e i v e t h a t the design of t h e i r jobs 
could be improved. 
2. Whether managerial p o s i t i o n h o l d e r s - whose j o b s have been modified over the 
the l a s t two y e a r s - b e l i e v e t h a t m o d i f i c a t i o n s l e a d to improved job design. 
I n the Durham paradigm, i f f o r a job two or more d i f f e r e n t designs are p o s s i b l e , 
the design which produces more of the f o l l o w i n g : 
1. G r e a t e r c o n t r i b u t i o n to o r g a n i z a t i o n a l purpose. 
2. G r e a t e r u t i l i z a t i o n of i n d i v i d u a l p o t e n t i a l . 
3. I n c r e a s e d Job S a t i s f a c t i o n . 
concomitantly and i n a balanced way, i s c o n s i d e r e d b e t t e r . 
The r e s e a r c h e r from Durham B u s i n e s s School has developed a s e t of two q u e s t i o n n a i r e s 
thereby c o v e r i n g the two aims of the p r o j e c t , s t a t e d above, through a d i f f e r e n t 
q u e s t i o n n a i r e . 
Both from the r e s e a r c h design and o r g a n i z a t i o n a l viewpoints, not a l l personnel from 
v/ithin our o r g a n i z a t i o n can take p a r t i n the study. We have, t h e r e f o r e , r a t h e r 
a r b i t r a r l y s e l e c t e d from among our s t a f f c e r t a i n members who might be a b l e to 
c o n t r i b u t e towards t h i s study. Your p a r t i c i p a t i o n i s requested through the 
completion of the a t t a c h e d q u e s t i o n n a i r e . 
To ensure complete c o n f i d e n t i a l i t y to your responses the study i s organized f o r you 
to r e t u r n the completed q u e s t i o n n a i r e d i r e c t to the r e s e a r c h e r i n Durham. I f 
f o r some reason you do not wish to take p a r t i n t h i s study, p l e a s e r e t u r n the 
blank q u e s t i o n n a i r e d i r e c t to me. 
/2 
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However, i f you accept to take p a r t i n the study the r e s e a r c h e r and I would 
be most g r a t e f u l i f you would f i l l - i n the q u e s t i o n n a i r e a t your e a r l i e s t 
convenience. Quick r e t u r n to the r e s e a r c h e r w i l l , no doubt, help hirm but 
w i l l a l s o b e n e f i t our o r g a n i z a t i o n - the reason f o r our co-operation. 
Many thanks. 
Yours s i n c e r e l y 
NB I t would be a p p r e c i a t e d i f you could endeavour to complete and r e u r n the 
q u e s t i o n n a i r e w i t h i n one week. 
Appendix 7«5 
(The Questionnaire used i n the Main Study (Study A ) ) , 
p r o j e c t : 
E f f e c t i v e Job Design 
f o r 
Managerial P o s i t i o n s 
questionnaire: 
E x p l o r a t i o n of 
Mod i f i c a t i o n s made to Managerial Jobs 
On completion, please r e t u r n 
the questionnaire to: 
M. J . Chaudri, 
Durham U n i v e r s i t y Business School, 
M i l l H i l l Lane, 
Durham, - Dill 3LB 
I f you have any queries, 
p l e a s e telephone 
Jim Chaudri on (0385) 41919 E x t . 59 
Dear Research Participant, 
Many thanks f o r agreeing to take part i n t h i s study on modification to 
Managerial Jobs. 
Purpose: The purpose of thi s research i s to study the process of modification 
to managerial jobs. The underlying assumption i s that 'a job has a 
design to i t " . The process of modification takes i t from one design 
to another. This questionnaire has been developed to investigate 
the changes produced by modification to managerial jobs to find out: 
i ) details of the processes involved i n modification, 
i i ) the rationale used f o r modification, 
i i i ) the effect of modification on performance, 
iv) the effect of modification on satisfaction. 
Definitions: Individual Potential U t i l i z a t i o n : 'fi consumption of individual 
potential. 
A person has a certain potential at which he can perform. Of t h i s 
potential f o r work he wishes to contribute a certain amount towards 
the achievement of organizational purposes or objectives. I t i s 
th i s l a t t e r potential that i s important f o r t h i s research. In 
questions where job performance i s measured i t i s with respect to 
th i s ambient value that references are made. Vfhen asked about the 
effect of modifications on Job performance indicate where the 
changes tended to increase or decrease the use of the potential 
that you are w i l l i n g to contribute to organizational purposes. 
Job Satisfaction: sense of well-being derived from work process 
and/or results achieved. 
Format: The questionnaire i s i n 4 sections: 
1. Respondent information 
2. The process of modification 
3. The basis of modification 
4. The results of modification: i n terms of 
a) Perceived Effects on contribution to organizational purposes 
b) Effects on u t i l i z a t i o n of Potential 
c) Kffects on Job Satisfaction 
Note: Although the questionnaire has been p i l o t studied where i t was 
tested i n t e r a l i a f o r timing and c l a r i t y , there may s t i l l be some 
instances where a f i r s t glance does not bring out the meaning. 
In such a case i t i s recommended that you read a l l the options etc., 
before answering i n d i v i d u a l b i t s . However, as the q u a l i t y of 
response i s the key to the research, i f you are at a l l uncertain 
about a question please telephone the researcher at Durham (0385) 
41919 Ext. 59. 
Yours sincerely, 
(K. J. Chaudri). 
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6 0 How long have you occupied your current position: 
i . Le3s than 1 year Q 
l i . Between 1 year and 2 years £3 
i i i o Between 2 years and 5 years Q 
i v . Between 5 years and 8 years Q 
v. More than 8 years £J 
7o Please indicate the state of the position you are currently occupying 
at the time of your appointment: 
io Newly created, due to expansion Q 
i i . Newly created, due to re-structuring Q] 
i i i . Newly created, but don't know why £[] 
ivo Vacant, due to promotion of the previous occupier Q 
v. Vacant, due to previous occupier leaving the f i r m 
v i . Vacant, due to previous occupier moving to another 
position but which was not a promotion TJ[ 
v l i . Vacant, but don't know the reason why 
v i i i . Others, please specify • • •-0 
8 0 Did you have a hand-over period ( i . e . a period of time when the outgoing 
job holder introduced the job to you): 
• no Q yes 
1 2 
I f yes, 
please indicate the duration of hand-over period by t i c k i n g the 
appropriate option below: 
i„ One day tZ) 
i i . One week 
iii« Two weeks Q 
iv« One month Q 
v» Others, please specify . . . . Q 
9o Please indicate how you were recruited to your present post: 
i . External advertisement 
i i . I n t e r n a l advertisement £_] 
i i i . External head-hunted 
i v . I n t e r nal i n v i t a t i o n Q 
v. Elected by peer group.. Q 
v i . Others, please specify: 
I f you were recruited from outside your present f i r m , please go to question 11. 
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SECTION 2 
THE PROCESS INVOLVED IV, TiTF. MODIFICATION OF YOUR JOB 
Plea s e answer t h i s and subsequent s e c t i o n s i n r e s p e c t of e i t h e r the most important 
or the only job modification you have experienced i n the l a s t 2 years. 
16. Please t i c k each statement which you would accept as depicting one of the 
reasons f or the modification to your j o b . 
I f statements l i s t e d are not f u l l y d e s c r i p t i v e of a l l the reasons f o r 
modifications to your job, please add the a d d i t i o n a l reasons: 
i . To i n c r e a s e job s a t i s f a c t i o n .................... Q 
i i o To improve the o r g a n i z a t i o n a l r e l e v a n c e 
Of my Output ooo.o.««0Oo.oo...oo.o».eoo«oo««oo»o» 
i i i 0 The a r r i v a l o f a new work colleague ............. Q 
The a r r i v a l o f a new boss Q 
The a r r i v a l o f a new sub-ordinate Q 
I V 
v. 
v i . Following changes i n a department other 
than my own «»o.oo.«oo»o..ft»t*.o..o..o...e..»a..o I I 
! 
"v ! ' v i i . Following the departure of a colleague 
who v/as not to be replaced ...................... Q 
j v i i i . Following the departure of a sub-ordinate 
! who was not to be replaced ...................... Q] 
j i x . To make formal, work a c t i v i t y which was 
t informal before .o.o...oo.ooe.oo....*e.«o..oo.oo. |~ | 
x 0 To improve the match between my managerial 
\ s t y l e and the job o.......»oo...«.«.««..«..oo..o. j | 
^ x i . To u t i l i z e more of my own t a l e n t s and a b i l i t i e s . Q 
x i i . As an i n t e n t i o n a l r e a c t i o n (response) to 
changes i n the Business environment £J 
x i i i . To produce and equitable job load among 
s t a f f members oo.oo.oao.oo.o.ooooo.oo.e.......... | | 
x i v . To reduce overlapping of duties 
xvo To improve v/ork coverage []]] 
x v i . To produce eq u i t a b l e remuneration Q 
x v i i . To r e f l e c t changes i n the outputs demanded 
of me by others ..o................o.o.........o. [ | 
x v i i i . To r e f l e c t changes i n the inputs I need 
from others ...........o...................'...««« P j 
Others, p l e a s e s p e c i f y : 
XiX o 0 . 0 0 . . 0 0 . 0 . . ...... j j 
XX O . . O O O . 0 0 . . 0 O . O . . . . 
XX i . eeoo..ooo..ooo..o. 
• 
• 
6 
18. The l a s t question (number 17) had to do with how modification actually 
happened. In t h i s question you are asked to indicate how you would have 
li k e d them to have happened. 
i . Would i t have been advantageous f o r you, f o r i n i t i a t i o n to modification 
to have been done by somebody other than the person who actually did i t . 
CI n o C3 Q don't know 
1 2 3 
i i . Would i t have been advantageous f o r you i f other persons had 
participated i n the modification to your job: 
[ j no yes don't know 
1 2 3 
i i i . Would i t have been advantageous to you i f the re l a t i v e influence 
exercised by the d i f f e r e n t participants had been d i f f e r e n t : 
Q no Q yes don't know 
1 2 3 
I f no or don't know to a l l the above three items, please go to question 19. 
In col(a) - ensure that the column contains the designation of a l l 
people who you believe should have taken part i n the 
modification. ' -
In col(b) - indicate with a t i c k the person you think should have 
i n i t i a t e d the modification. 
In col(c) - show the amount of influence you think each participant 
should have exercised. 
(a) (b) (c) 
Persons involved i n i t i a t o r Participants influence on 
determining modification 
details 
- 1 2 3 4 5 
Least Most 
i . • n n n • 
i i . • n n n • 
i i i . • • • n • 
i v . • • • • • 
v. D • • • n 
SECTION 3 
THE RATIONALE USED DURING JOB MODIFICATION 
20. i . Had s i m i l a r jobs i n your o r g a n i z a t i o n been s u c c e s s f u l l y modified 
along the l i n e s used i n the m o d i f i c a t i o n o f your job. 
j | no []j yes £j don't know 
1 2 3 
i i . Was your job the f i r s t of a number of s i m i l a r jobs that would be 
modified i n the l i g h t of experience gained i n the modification 
of your job. 
QJ no £ ] yes Q don't know 
1 2 3 
i i i . Was the job being modified i n persuance of a change i n the Job 
Design p o l i c y i n your o r g a n i z a t i o n . 
| | no yes don't know 
1 2 3 
21a. Does your organization r e q u i r e a r e - a p p r a i s a l of the Goals (Aims or 
O b j e c t i v e s ) of a job during the m o d i f i c a t i o n process: 
| | no Q yes Q don't know 
1 2 3 
I f no or don't know ple a s e go to question 22. 
b. Please i n d i c a t e which of the following a s p e c t s r e l a t e d to the Goals (Aims 
or O b j e c t i v e s ) of your job were^re-appraised during the modification to 
your job: 
i . The relevance o f the goals - to you ............. Q 
i i . to your dept Q 
i i i . to company Q 
i v . The c l a r i t y of the goals 
v. The r e l a t i v e importance of the goals Q 
v i . Your a b i l i t y to achieve the goals 
v i i . The t r a i n i n g required to enable you to 
achieve the goals • Q 
v i i i o The adequacy of the resources made a v a i l a b l e 
tO yOU ........ •.....»<>..... Q 
Other parameters, please s p e c i f y : 
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Appendix 7o6 
(The Questionnaire used i n the Supplementary Study (study B ) ) e 
p r o j e c t : 
E f f e c t i v e Job Design 
• f o r 
Managerial P o s i t i o n s 
q u e s t i o n n a i r e : 
C r i t i c a l Parameters i n Managerial Jobs 
On c o m p l e t i o n , please r e t u r n 
t h e q u e s t i o n n a i r e t o : 
M. J. Chaudri, 
Durham U n i v e r s i t y Business Schoo: 
M i l l H i l l Lane, 
Durham. PHI 3I.B 
I f you have any q u e r i e s , 
p l e a s e telephone 
Jim Chaudri on (03S5) 41919 E x t . 
document MJC/79/2 
Dear Research P a r t i c i p a n t , 
Many thanks f o r a g r e e i n g t o t a k e p a r t i n t h i s s t u d y on C r i t i c a l Parameters 
i n Managerial Jobs, 
Purpose; 
D e f i n i t i o n s : 
Format: 
The purpose o f t h i s s t u d y i s t o f i n d o u t : 
1. V/hat changes c o n s t i t u t e j o b m o d i f i c a t i o n . ' 
2. How j o b s c o u l d be m o d i f i e d t o produce: 
a ) g r e a t e r s a t i s f a c t i o n f o r t h e i n d i v i d u a l j o b h o l d e r . 
b) g r e a t e r c o n t r i b u t i o n towards o r g a n i s a t i o n a l purpose. 
The t h r e a d l i n k i n g t h e above p o i n t s , a and b, i s the u t i l i s a t i o n 
and development-of t h e i n d i v i d u a l ' s p o t e n t i a l t o p e r f o r m . 
T h i s q u e s t i o n n a i r e i s d i r e c t e d at persons whose j o b s have n o t undergone 
fundamental change over the l a s t 2 y e a r s , and seeks t o a s c e r t a i n 
whether such j o b h o l d e r s b e l i e v e m o d i f i c a t i o n s t o t h e p o s i t i o n they 
a r e c u r r e n t l y o ccupying c o u l d l e a d t o outcomes mentioned under 
a and b above. 
For t h e purpose o f t h i s r e s e a r c h t h e f o l l o w i n g d e f i n i t i o n 
has been adopted: 
1, Job Design: " t h e o r g a n i z a t i o n o f t h e c o n t e n t s o f a j o b t o 
s a t i s f y t e c h n i c a l - o r g a n i z a t i o n a l r e q u i r e m e n t s o f t h e 
work t o be accomplished and t h e human r e q u i r e m e n t s 
o f t h e person p e r f o r m i n g t h e work." 
2. I n d i v i d u a l P o t e n t i a l U t i l i z a t i o n : % consumption o f i n d i v i d u a l 
p o t e n t i a l . 
A p e r s o n has a c e r t a i n p o t e n t i a l a t which he can p e r f o r m . Of t h i 
p o t e n t i a l f o r work he wishes t o c o n t r i b u t e a c e r t a i n amount 
towards t h e achievement o f o r g a n i z a t i o n a l purpose o r o b j e c t i v e s . 
I t i s t h i s l a t t e r p o t e n t i a l t h a t i s i m p o r t a n t f o r t h i s r e s e a r c h . 
I n q u e s t i o n s where j o b performance i s measured i t i s w i t h r e s p e c t 
t o t h i s ambient v a l u e t h a t r e f e r e n c e s a r e made. V/hen asked about 
t h e e f f e c t o f m o d i f i c a t i o n s on Job performance i n d i c a t e where 
t h e changes would t e n d t o i n c r e a s e or decrease t h e use o f t h e 
p o t e n t i a l t h a t you a r e w i l l i n g t o c o n t r i b u t e t o o r g a n i z a t i o n a l 
purposes. 
3» Job S a t i s f a c t i o n : sense o f w e l l - b e i n g d e r i v e d from work process 
and/or r e s u l t s a c h i e v e d . 
The q u e s t i o n n a i r e i s i n 2 s e c t i o n s : 
S e c t i o n A: Respondent i n f o r m a t i o n 
S e c t i o n B: L a t e n t d e s i g n m o d i f i c a t i o n s t o produce g r e a t e r j o b 
s a t i s f a c t i o n and/or g r e a t e r u t i l i z a t i o n and development 
o f i n d i v i d u a l p o t e n t i a l . 
Note: Al t h o u g h t h e q u e s t i o n n a i r e has been p i l o t s t u d i e d where i t was 
t e s t e d i n t e r a l i a f o r t i m i n g and c l a r i t y , t h e r e may s t i l l be some 
i n s t a n c e s where a f i r s t glance does n o t b r i n g o u t the meaning. 
I n such a case i t i s recommended t h a t you r e a d a l l t h e o p t i o n s e t c . , 
b e f o r e answering i n d i v i d u a l b i t s . However, as the q u a l i t y o f 
response i s the key t o the r e s e a r c h , i f you are a t a l l u n c e r t a i n 
about a q u e s t i o n p l e a s e telephone the r e s e a r c h e r a t Durham (0385) 
41919 E x t . 59. 
Yours s i n c e r e l y , , 
(M. J . C h a u d r i ) . 
6. Please i n d i c a t e t h e s t a t e o f t h e p o s i t i o n you a r e c u r r e n t l y occupying 
a t t h e t i m e o f your appointment: 
i . Newly c r e a t e d , due t o expansion Q] 
i i . Newly c r e a t e d , due t o r e - s t r u c t u r i n g . 
i i i . Newly c r e a t e d , b u t don't know why QJ 
i v . Vacant, due t o p r o m o t i o n o f the p r e v i o u s 
o c c u p i e r . . . . . . . . . . . . . . . . . . Q 
v . Vacant, due t o p r e v i o u s o c c u p i e r l e a v i n g 
t h e f i r m Q] 
v i . Vacant, due t o p r e v i o u s o c c u p i e r moving t o 
another p o s i t i o n b u t which was n o t a p r o m o t i o n Q 
v i i . Vacant, b u t don't know the reason why . . . . . Q 
v i i i . Others, please s p e c i f y : Q 
7. Dirt you have a handover p e r i o d ( i . e . a p e r i o d o f ti m e when the o u t g o i n g 
j o b h o l d e r i n t r o d u c e d t h e j o b t o y o u ) : 
Q no Q yes 
1 2 
I f yes, 
pl e a s e i n d i c a t e t h e d u r a t i o n o f handover p e r i o d by t i c k i n g t h e 
a p p r o p r i a t e o p t i o n below: 
i . one day Q 
i i . one week 
i i i . two weeks ° 
i v . one month »..<> Q 
v . o t h e r s , please s p e c i f y : : 
8. Please i n d i c a t e how you were r e c r u i t e d t o your p r e s e n t p o s t : 
i . E x t e r n a l a d v e r t i s e m e n t Q 
i i . I n t e r n a l a d v e r t i s e m e n t Q 
i i i . E x t e r n a l head-hunted Q 
i v . I n t e r n a l i n v i t a t i o n 
v . E l e c t e d by peer group Q 
v i . Others, p l e a s e s p e c i f y : Q 
I f you were r e c r u i t e d f r o m o u t s i d e your p r e s e n t f i r m , please go t o 
q u e s t i o n 10. 
9. Which o f t h e f o l l o w i n g s t a t e m e n t s most a c c u r a t e l y expresses t h e n a t u r e 
o f t h e move from your p r e v i o u s t o your p r e s e n t j o b : 
i . A pr o m o t i o n 
i i . A move t o o b t a i n w i d e r e x p e r i e n c e £[] 
i i i . O thers, please s p e c i f y : Q 
4 
SECTION B 
L a t e n t m o d i f i c a t i o n s t o your j o b which would r e s u l t i n enhanced u t i l i z a t i o n o f 
yo u r p o t e n t i a l f o r performance and/or p r o d u c t g r e a t e r j o b s a t i s f a c t i o n . 
TV)ic s e c t i o n c o n t a i n s S ^ u c s t i o n c 
answer f o r m a t . 
-vhich J L S i n an i d e n t i c a l ) simple 
The s u b j e c t m a t t e r o f these q u e s t i o n s i s : 
q u e s t i o n 15: Job Elements 
q u e s t i o n 16: Job Process 
q u e s t i o n 17: Job A t t r i b u t e s 
q u e s t i o n 18: Personal A t t i t u d e 
q u e s t i o n 10: I n t e r p e r s o n a l Aspects o f j o b 
q u e s t i o n 20: Job D e s c r i p t i o n , Design and A p p r a i s a l 
I n each q u e s t i o n r e g a r d i n g c o l ( a ) as a p o t e n t i a l m o d i f i c a t i o n , i n d i c a t e 
i n c o l ( b ) - whether you b e l i e v e changes c o u l d be made on the i t e m 
concerned by g i v i n g the d i r e c t i o n and degree o f t h e 
m o d i f i c a t i o n t h o u g h t d e s i r a b l e by you. 
i n c o l ( c ) - t h e p e r c e i v e d e f f e c t o f m o d i f i c a t i o n suggested by you on 
yo u r c o n t r i b u t i o n t o o r g a n i z a t i o n a l purpose. 
i n c o l ( d ) - t h e p e r c e i v e d e f f e c t o f m o d i f i c a t i o n suggested by you, on 
t h e u t i l i z a t i o n o f your p o t e n t i a l f o r work. 
i n c o l ( e ) - t h e p e r c e i v e d e f f e c t o f m o d i f i c a t i o n suggested by you, on 
yo u r j o b s a t i s f a c t i o n . 
Note 1: On ite m s t h a t you b e l i e v e changes s h o u l d n o t be made, do n o t f i l l 
i n c o l s ( c ) t o c o l ( e ) 
Note 2: A t t h e end an e x t r a page has been added f o r you t o make sug g e s t i o n s 
on l a t e n t m o d i f i c a t i o n s n o t covered i n t h e q u e s t i o n n a i r e b u t which 
you, as a j o b h o l d e r , f e e l c o u l d be b e n e f i c i a l l y made. 
For questions 15 t o 21 
e i t h e r : place a c i r c l e around the scale p o i n t 
or : put a cross on the scale p o i n t . 
- 3 - 2 - 1 0 1 2 3 
Example: l _ _ x _ J _ _ i _ i j i . ^ > . _ x 
t 
e i t h e r or 
Note: Although the p o s i t i v e and negative ends 
of the scales are marked "increased" and 
"decreased r e s p e c t i v e l y , soue v a r i a b l e s 
may r e q u i r e i n t e r p r e t a t i o n other than these 
For example, f o r soir.e v a r i a b l e s the a l t e r n a t i v e 
headings f o r the sa i d scales could be "improved" 
and " d e t e r i o r a t e d " , " t i g h t e n e d " and "re l a x e d " , 
" r a i s e d " and "lowered", o i c Plc-nse i n t e r p r e t 
the scale l a b e l s a p p r o p r i a t e l y . 
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Appendices to Chapter 9 
Contents: 
9.1 Index to M.J.C. Research Material f i l e d 
i n DUBS Library '. pp 1. 
9.2 Item 1: Example of l e t t e r to participants, 
sent with the documentation in preperation 
for the dyadic discussions pp 1. 
Item 2: Example of the form prepared for the 
participants to tick Expectations for 
further discussions pp 1, 
Item 3: Example of form prepared for establishing 
correspondence between Expectations pp 4 . 
9.3 Letter send by researched organization, indicating 
diagnosis made, by researched group pp 2. 
APPENDIX 9.1 
Index of MJtC. Research Material f i l e d i n DUBS Library 
Observation research c a l l s for such detailed documentation that i t s bulk 
precludes i t s i n c l u s i o n even i n the Appendices of t h i s t h e s i s . A l l material 
i s either typed or i n the form of computer print-out. 
Researchers wishing to delve further into the author's research material 
have access to the following i n the M.J.C. Research Material i n DUBS Library. 
M.J.C.'Research 
Material 
Ref. No. 
M.JoC. R.M . .9.1 
M.J.C. R o M . 9 . 2 
M.J.C. R.M.9.3 
M.J.C. R.M.9.4 
M0J0C0 R.M . 9 . 5 
M.JoC. R.M.9.6 
M.J.C. R.M . 9 . 7 
M.J.Co R.M.9.8 
M.J.C. R.M.9o9 
M.J.C. R.M.9.10 
M.J.C. R.M . 9 . 1 1 
M.J.C. R.M.9.12 
M.J.C. R.M . 9 . 1 3 
T i t l e and Synopsis of Content 
Background summary to research environment pp.1-9 
Presentation document for discussion with RMG pp.1-5 
Notes of project meeting 3 0 . 5 • 1 9 7 8 pp . 1 - 4 
Sample set of an annotated job audit report 
RGB-A_R. I n i t i a l data and annotations pp.1-2 
F u l l set of reports 
Computer printout pp.50+ 
Notes of observational study of: JEL Day 1 pp.1-10 
" " Day 2 pp.1-6 
" : EMO Day 1 pp.1-9 
» " Day 2 pp.1-6 
" RAP Day 1 pp.1-9 
" " Day 2 pp. 1 - 8 
" RGB Day 1 pp.1-8 
" " Day 2 pp.1-9 
(M 
X— cn E X QJ •H -P TJ M C 
0) a D. 
< 
o J 
o 
•A 
oO 
-0 
z 
V) 3 a 
31-
• i l l 3 
s: a 
3 U > 
O - Z J I 3 
3 
t- < 
~4 j£ 3 3 -> 3 
<• O0 
oO Z 
3 1— 3 
3 .» —* 
—• 3 
t :< < 
3 
3 3 3 
3 _J 3 — i z >- 3 a. 00 x 
vO 3 3 
3 M 3 v» 
3 J» —4 A 
oo UJ -5 _ S —1 3 Q 
3 
3 TH
 
LL
 
3 
J r o ~4 > 
3 3 <t < z UJ >> •3 3 
'/I 
a: 3 
UJ • 3 oo 3 X oO a. 
h- a. t~4 • Cli UJ 3 <i 
JL. «—* z i- 3 a •» 3 
-Q 3 a 
UJ 
3 3 t— 
3 
>.( 
H> U. <t t— V 1- X 3 3 3 
•3 —^ Z »-« 3 3 
ai »~< X 
< 3 Z 3 X 1— 
3 »-4 3 
3 < X 3 
. J : 1 »— ..1 00 
3 -t? < » > 
JJ u 3 3 3 Q. X 1~ < >—i a. —4 Z 
VI .0 Z 0 J 
3 3 3 3 
- « a. 3 a. 1— t— •-i 3 
<t X •-O 3 1— 3 .1 J 3 Z 00 3 3 >-u z 3 3 u. — t O < 00 
3 
3 
0 .3 
3 X 
3 
J 
3 
> 
3 3 
<\l 
a: 
3 X Z 
a: 
u a 
< a. 
3 
3 
> 3 
-J 
3 it: 
3 
X 3 t-3 -» < -Z 3 X -• 
id 3 3 >-
3 <4 
3 3 
•i 
o 
3 
3 
3 
-J 
3 3 > 
U. 
3 
3 3 >-
>1 Z 3 
—4 
a. 
x 
3 
3 
h-
3 
< 
V 
3 X 
3 
< 
3 h-
3 -J >-
-x 
X 
3 
3 X 
.3 
to z 
3 
3 3 Q. X 3 
oO 
z 3 
<—* 
)-> 
«< 
3 3 
<x 
X '.U 
3 3 a a. 
I - 3 
3 < >• 3 
3 a : 3 3 > 3 > 
V 
'J. 
U 3 
3 Z 3 3 
3 
H. 
3 3 >. 
•-•1 
-n 
X -JJ 
3 3 
X uj 
s 3 x 3 1— 
J , 3 
< r-
3 
00 3 a. a. a 
a 
> 
3 
a 3 3 >> 
-I -U 3 3 3 -C '.1 
z 
J 3 
3 £ 
a. 
x 
A 3 
< 
I X 
3 
<£ 3 
X 3 
3 <t 
3 x 
oo 
-C 3 3 >-
3 
CN 
CD 
CN 
X 
•H E 
01 -p 
01 H 
CL 
Q-
_ J 
- - J 
t5 o 
f-^i . X 
•s>- o 
.u l/> 
a 
Li 
M'. ~0 
3 > aj ->.>: Z 
z i 
l-H 
V) 
o CO 
Z-<-> 
a u _ >-
^ —4 
la! 
UJ S UJ 
a. 2» 3 
1 — * 
a 3 
o 
i — < z.. 
a: 
J . 
~> a 
< 
.3 
Z 
<f 
a. 
< 
Q. 
< 
it * it & it # 
X if it •ft it 
•J it it it it 
# it it * it 
X it * it it 
.s it -~ it * -Tw-
* 3 * it -<it •» it o i t it 3 it 
o it , .Tit 
it — I it it -H * 
> it it * it o. it it it i t it it 
x 
z » * •» # * •» 
# •»• 
* C it 
* # 
it it 
UJ * * i it it it 
J> * it it 
# -O-tf- it C O * 
CO * o-* it - l i t 
o > * 3 % * o-st 
CL t— * it I A * a »-* •  - l i t - it - < » • 
a Di UJ it it 
n * it # 
a: X -J 
i— UJ 
>• < >• 
3 > O it it it 
•u SJ « a. «• it 
UJ u » J I it it 
Q (_> « * # •» it it it 
|JJ •3 3 # •» •X it 
H- 3 y i z # - n # it AJit <* 3 * it — 
I— IS> > 3 * 3 * it 3 i t 
'-/> LU CO VI it I T l * 
. t if it -lit t» Q 3 . ^ fi- # it it 
•A -U J « • • ) , • » > it it * 
Z 
3 _ J « Z 3 3 < 
—i . J - U 3 * / 1 3 U J 
r - -< i n ^ <t 
•X 
t- ooi—-.u>,_)uj # it it it «• it it it 
3 :i?r-—«r- it it it it 
LLl J 3 i — < it it it * 
Q. X X - U S < » — «• * «• it it it it » i t 
X r~ 1—r— > J J l » * it it * i t 
a j - J -< •* - l it it tNit 
iu_u.-_a^:-ij •if- 3 -> it -•* it r \ l i t 
A > > • / » <t V> * O * it Oit it O i t 
< •><• m# it -rut it ITlit a X if it -Hit it -Hit U 1 3 3 3 -> it i t it it it 
i-1- < j a. # it * it it fl- it it it 
z Z o J X u O 
> 
J - D O . O 
— i 3 3 | - ~ r - l — 
•-Hr-j ' -IJ 
^ « • it it it it it it 
3 3f— * it •it it it it 
> > jj<t 3 u it it it it it it 
•it -it it it it it it it it 
•:C —*—* it it it it it it 
it mit it Oit •ttr-.it —• —-1 it 3 -» it ~«# it - l i t 
3 it 3 it ?r 3 it it 3 i t 
a -U < it r\ -> -:t m it it mit 3 it —lit it -nt it - l i t 
V -J it it it it it it 
<< it it it it it it it it i t 
U J 
X LU t -
I - . in 
LU r -
3 : . J 
•U 
-1 >~ 
JJ «3 
crut~ 
3 - D j J 
^ < 3 
tU <t 
x ^ z 
i—0:3 
< 
0 . 3 - j i 
33«f 
I 
vlf-3 
O 3 3 
— 2>-
9 9 
J) 
< 
UJ 
z 
3 
UJ 
< 
3 
a 
it it it 
it it 
it it 
it it it 
•H it 
it fMit 
it O i t 
it 3 i t 
it m i t 
it - l i t 
it it 
it it it 
it * it 
it it 
it it 
it it it 
it i'r 
it —lit 
it O it 
it O -> 
it J>it 
* ~ « i t 
it * 
it it it 
it it it 
it it 
it it 
it it * 
it it 
it a^ -tt 
it O i t 
it O i t 
i t i n it 
it —lit 
it it 
i t i t it 
* it it 
* it 
it it 
it «• it 
* i t 
» -T3it 
it O i t 
* O i t it .n -:t •» —tit 
* * 
it it it 
* it it 
it it 
it i t 
it it it 
it i t 
i t -Hit 
it O * 
* m i t 
it - l i t 
it i t 
* it * 
* itS-
it it 
it it 
* it If-
it 1t 
it S\H-
it -<•» 
it CO * 
-.t t n * 
t* —!•» 
* If 
* it W 
•t -it •» it it tt 
•a- -:t fl-
it fl-
it it 
•> fl-
it fl-
it it * * 
* fl-
it * it -it # -it 
* * it 
* * 
-it * 
it fl-
it !t 
it -» 
it * * it -;t it it » it 
it it It 
•it it 
•it if 
fl i t 
)t i t 
•* i t 
'* i t it 
it it it 
it it 
* — it 
i f " > 
it 0 it 
it .} it 
it it 
it it it 
it it it 
it it 
-t -it 
it it 
it -ft 
it it 
it i> 
it it it 
it fl-
it 
it 
it 
it 
* 
it 
it • 
i t i t i t 
i t i t 
i t I t 
i f * 
i t i t 
* i t it 
it 
it 
it 
it 
it it 
* it it 
it it it 
it fl-
it — i 
it fl-
it •) it 
it i -t 
i t ' " * -> 
fl it * 
it it fl 
it ', it 
fl- fl-
it — it 
it o * 
it ^ it 
it I it 
it it it 
*• it 
• _ «• it it 
fl-
i t 
•it 
fl-
it it 
it fl-
it it it 
it -fl it 
* it 
it 
fl-
it 
fl-
it 
fl-
it it 
it fl-
it 
it it 
it it it it it it it 
it it •fl- it fl-
-it it it it fl-
'it fl it it it fl- fl- fl- fl-
ir it it it it 
.{;. it it fl-
fl- it it it it 
it fl- it it it it 
fl- it it fl- it -it it 
it fl- it fl- fl-
fl- it fl- it it 
it it it it fl. 
fl- it fl- tt fl-
it it it it * 
A it fl- it it 
fl- fl- it # it 
it it fl- fl- it * * 
it -
it 
fl-
it 
* fl. it 
it it 
* fl-
it 
it 
it 
fl-
it 
fl-
it 
fl i t fl-
it 
•it 
fl-
it 
fl-
it -> it it -it fl-
i t -it fl-
i t fl-
* $>* 
w J l fl-
i t ^ f l -
i t 0 fl-
i t 6it 
i t r-5, fl-
i t i t fl-
it 
it 
•it Oit 
fl rviit 
it -it it 
it fl- it 
it fl-
it it 
it V W 
fl 7* 
* Oi, 
it r ^ i t 
it it fl-
it it it fl ryt 
* j > 
it Ni it 
fl r ^ i t 
* it it 
•it-it •» •it fl-it 0 * 
it o fl-
it A:t 
it X# 
it r^it 
if it it 
it it it 
it it «• * 
-a- fl-
it it 
fl- it 
•it it fl-
it it it 
it fl-
it it 
it fl-
it fl-
it 
fl-
it 
fl-
it fl-
it it fl-
it it it 
it , i t 
* sy* 
it i fl-
fl V* 
it r ^ i t 
tt fl- it 
# it fl-
it it 
it 
fl — it 
it Pa-
is- Vis-
it .~^it 
M- it fl-
it it it 
it it 
•it fl-
it it 
«• it 
fl- it 
it it -it 
»tt it 
•it _.«• 
it it 
* fl-
it y fl-
it fS fl-
it > it 
* it fl-
i t i t it 
i t \ i t 
-it r - i t 
* 
V / . t 
i t / f l -
i t f ^ i t 
i t i t i t 
it it fl-
it it 
fl- CP» 
it — fl-
it 0 it 
it P i t 
it O fl-
it ( fl-
it it it 
it it it i* it fl-
it it it it 
fl- fl- •it fl-
it it it it 
it fl- it -it 
it fl- •A -it 
it it it it 
fl- it it it 
tt tt it tttt it 
it it it it it * 
it .fl-
it rHt 
it 
I I 
it rAit 
•:t «• -:t 
it /;»•< ^ 
-:t Oit 
it C\fl-
it <it 
it it it A 
1 
A 
1 
A 
1 
A 
1 
A 
1 
A A A A 
1 
^A 
1 
it I * fl- fl- it fl- fl- it fl. it U. fl- it it it it it it it it fl- it * fl- it it fl- if it fl-
it fl- it fl- it it it fl- fl- it fl- it fl- if it fl- it fl- it it 
it : M it it -r-tt fl- O i t it «> fl- tt O i t it M i t it - f i t it O i t it -O it it O it 
it O fl- it 3 it it O f l it O i t it - ( f l - fl-"-IS- it -4 fl- it - J it it —1 fl- it -\\ fl-
it 3 fl- it O i t fl- U it it O fl- it 3 -it it O-it it 3 t t fl- O fl- it O i t it a it 
it -T\ fl- it .n fl- it -Tl it it it it .n fl- fl--TV* it it A i t fl- in fl- fl- ,r»it 
it -T fl- it -r fl- it J-it it -r it it <r it it -tit fl-•T fl- it -T fl- it » >«• - f fl-
it fl- it fl- fl- fl- it fl- it fl- fl- fl- it it it fl- fl- fl- it i t 
it tt * it it it it it it it it it it * fl- it it it j£ it tt it fl- it it it it # tt «• 
•it fl- it it i t it it it it 
it it fl- •fl- it it 
fl- fl- it it it fl-
it it fl- fl- it fl-
fl- it it it it fl-
it fl- fl- fl- it fl-
fl- it it it it it 
it fl- fl- fl- * it 
it fl- it it it it it it * 
it it fl- fl- fl-fl- it it fl-
fl- it it it it it 
it it it fl- it it 
fl- if fl- it fl- it 
it fl- it it it it 
it it fl- -M. it fl-
fl- it it I;. it fl-
it fl- it it it fl-
it it it tt fl-# it i t it 
i t fl- fl- it fl- tt i t it fl-
it it it fl- it it 
fl. fl- fl- it i t V i t 
it it it fl- it rO fl-
it it fl- it it o fl-
it fl- it it it Q fl-
fl- it fl- fl- it r it 
it fl- it it i t ^ it 
it fl- it it it fl- it -it it 
it it i t 
it it 
it fl-
it fl-
it it 
it fl-
it it 
fl- it 
it it fl-
it it it 
it v"><(. 
it -r fl 
it « fl-
it Oit 
it A-> 
»• fl-
it fl- it 
it it it 
it it 
it C^it 
it " fl-
it Oit 
«• K i t 
"it fl-
it it fl-
it it 
fl-
it 
fl-
it 
it 
fl-
it it it 
it it it 
fl- it 
it fl 
it 
it 
fl-
it 
fl-
it 
it 
it it fl-
it fl-
it it it it it it 
#• fl-
it 
it 
fl-
it 
it 
fl-
it 
it it it fl- it * 
it it fl-
it fl-
it 
fl-
it 
it 
it 
fl-
it 
it 
fl-
it 
fl-
it it it 
fl- it it it A fl-
it it it it it 
fl- M. it •A fl-
it it fl- fl- it 
fl- it it it fl-
it it -M. fl- it 
fl- fl- fl- it fl-
it it it it it 
fl-fl- it it it it fl-
it fl- it fl- it it it i t * 
it •a- it it it it 
it fl- it fl- it fl-
fl- it it it it it 
it fl- fl- it fl- it 
it it it - ir •it it 
•fl- it it it tt 
it it fl- «• fl-
it it fl- it it fl- it it i t 
fl- it it fl- it fl- fl- fl- fl-
fl- fl- it it it it 
it it it fl- it fl-
it it it it it fl-
it it fl- it it fl-
it -»$. it fl- it -fl-
it fl- it it it it 
fl- it it it it it 
it fl- it fl- it fl- «• it it 
it fl- . it fl- it it fl- it 
it fl- it fl- it it 
it it it it tt fl-
fl- it it it it fl-
it it it it it it 
it it fl- it it It 
fl- fl- it it it fl-
it ->j. fl- It it fl-
it -It it it it fl- it it it 
•it it fl-
it I fl-
it \Tit 
fl- ' ^ f l -
it o * 
it Qit 
«• it it 
A 
I 
it -it fl-
it it 
fl- - t vt 
it O fl-
it O fl-
it -n i t 
» ^- it 
» fl-
it it it 
it it it 
it fl-
it it it 
A 
I 
it fl. -tt 
* *• 
* :">1 it 
-* O it 
i> O f l 
it J -\ ir 
w - T i t 
•a- it -it 
it it fl-
it fl-
fl-rV it-
it •-. it 
it fl-
it it 
it Uit 
fl-^it 
it it it 
A 
it -it it 
it it 
it ^ f l -
it - O fl-
it 3 i t 
fl- :\ fl-
it <T fl-
it it 
-it «• it 
it fl- it 
it it 
tt—it 
it v'-it 
it ^ fl- p it 
it 'J) It 
fl fl-
it it it 
A I 
it -it fl-
it fl-
it r - fl-
i t O it 
ir T ' t 
w n fl-
•* <r it 
>r it 
i t i t i t i t i t fl-
i t fl- i t i t 
i t i t it i t 
A- i t fl fl-
i t i t i t A 
fl- i t fl- fl-
i t fl- i t fl-
i t fl- i t fl-
i t i t i t it i t it 
A 
I 
A 
I 
i t i t fl- i t i t i t 
i t -» i t -it 
«• -fl- fl- -< fl-
i t "-.fl- i t •-> fl-
it 3 » it O -It 
it -J Sir * n * 
U- - T i r i t - T i t 
» » fl- i t 
ir ft i f 
fl- it .-fl-
fl 
it Oit 
it (>it 
fl- fyt 
A 
I 
fl it it 
* fl-
it -n i t 
• « • - < * 
it O i t 
* -n A 
•* -j-fl-
it >> 
" -vr it 
it it 
it 
it C'jit 
it t ' * 
itC-lit 
A 
I 
it it fl-
it -ft 
* Jl '* 
K- — it 
it ( " 3 - 3 -
» n - » 
it -r * 
it fl- -:t 
it it 
it fl-
it i t 
it it 
it it 
fl-
it 
it it it it it it it it it 
A 
I 
i t i t i t 
fl- i t 
i t 1~ fl-
i t ~*-;f. 
i t O - i t 
i t H i t 
i t <T it 
i t . i t 
A- it fl-
it l i t 
it 
* o* 
* / i t 
A 
I 
it it it 
* it 
it 7> fl. 
* - i i t 
tr O i t 
i r u \ it 
ft sj-fl-
» it 
•a. 
co 
E 
"D • C I 
0) 
a 
a 
< 
vy • 
CI -
3' ; 
J , 
- 3 > -
, 2 
; J 
a 
x 
_> 
00 
J J 
a so 
u j ' < UJ 
a ~ . 
1 . ^ 
J : 
-2. 
>—1 
3 
O 
J J 
a. 
* ft -> ft •it- A * fl- 'It it- i t fl- it i t i t ft i t i t i t it i t it i t i t ft fl-fl- i t > fl-fl- fl- A it it- A i t i t i t i t it i t ft i t fl- i t •it i t i t i t i t i t i t ft- it- i t i t i t i t » i t i t it- i t it i t •it fl- i t i t i t i t ft it it- }*r i t -it it i t i t i t i t i t i t ft i t fl- ft 
i t A ft ft -it •it- ft i t i t ' •it i t i t i t -X- i t ft i t •it i t i t ft ft *- I f it -K. ft i t ft ft ft i t i t ft i t ft ft i t fl- i t i t ft ft ft ft i t i t i t fl- i t i t i t •it •yr i t i t i t i t i t 
A fl- A fl- ft A i t i t if. i t •it i t i t i t i t i t i t i t •it 
* A i t J * it- * i t * -;t i t i t i t i t i t i t i t i t i t i t i t i t i t ft ft ft i t it i t i t fl-
it -> fl- it it it fl-fl-ft fl-it it it it it fl-fl-it it 1 it ic- A fl it it fl- ft it ft 
it fl- it fl- it it it * it fl- it it it it it it * it * fl-it ft it it it it it fl- it it it it •St fl- it ft •fl- ft it- ft A it it fl- fl- fl- fl- it fl- fl- fl- fl- it it fl- fl- it fl- * it 
it fl- fl- it it it it fl- it it it it it it it it fl- it A fl-
it fl- it fl- it it fl- it fl- fl- it ft it ft fl- fl- it fl- fl- fl-it fl- ft it ft fl- it fl- it it fl- fl- fl- fl- it it fl- it fl- fl-it ft fl- fl- fl- it fl- it it fl- it it it it fl- it it it it- * 
A it fl- it fl-it it it it it fl-fl- fl-it it it it fl- it it fl- it it fl- * i t fl- ft A ft 
it fl- A 
rv j i t^ i t 
it 'r1 fl 
ft-CSft 
ft ft A 
it A fl-ft it it it fl- fl- it fl- it it fl-fl fl- it it it it fl- fl it it i t «• it-
0 * it ft if i t it- it fl- it it it fl- it it it ft it fl- fl-- iu fl- fl- fl- •it A . - f l - it fl- fl- fl- it it it ft fl- ft it fl-• it it fl it- fl- it ^ f t fl it it fl- fl- it it fl- A it fl-0 * fl- it it it it " f t it fl- fl- fl- fl fl- fl- fl- ft A it it 
(Nt 
it fl- ft ft A ' J * '•< it it it ft it it it A fl- it ft fl it ft fl- * A* fl- it fl- fl- fl- •fl- fl fl- •fl- it fl- fl-it it fl- it it fl it it it it •it it fl- fl- it fl-fl- -i ft fl-fl- it fl- fl- * it fl- fl-ft ft fl-ft fl- it it ft fl- it fl- •It A- fl/ it * fl-
X. 
. ' J . J J ' J J X 
• r - X 
> - i r - - > 
.0 
J a . - < : - 2 
.~- O "J 
t— Z)rc-* 
Jl t— 
'J ~t 
it it it 
fl- fl-
it 
it 
fl-
it 
it it 
it it 
•A it fl-
it 
it 
it 
fl-
i t i t i t 
•it A 
• i t ' V i t 
A I ^ A 
it O * 
fl p. fl-
it ( 'fl-
it r* i t 
* it A -
fl fl it V fl- it it it * 
-it . it fl- it it 1* * est it it \>'. i^t" 
it — f l - fl-— fl fl- — i t 
fl- i-n- it 0-* it 
? "It 
fl- it 
it <y fl- it fl-
it 
fl-
it * A - it U - fl- it 
* it fl-
it fl-
it it 
it fl-
it fl-
it fl-
it fl-
it -it 
it it fl-
i t i t i t 
fl- r r * 
i t V fl-
i t •-'fl-
i t 0 fl-
i t f ) i t 
i t f l i t 
fl- > i t 
i t A- fl-
it fl it 
i t f < \ t 
it Q fl-
fl- 0 ^ 
it C) fl-
it ^ fl-
fl f^l fl-
it it fl 
it # it 
* 9 £ 2c 
» 
fl-
it 
fl-
it 
•it fl-
it 
it 
it 
fl-
fl-
fl-
it 
A- -it fl-
i t i t fl-
it fl-
it- it fl-
it fl-
it 
fl-
it 
it 
fl-
it 
fl- fl-
it 
it 
fl-
it 
fl-
it 
^-1 J if it fl- fl- it fl-
it fl- fl- it 
fl- it •it fl-
it it it fl-
a. —1 -)r— fl- fl- it fl-
-i a. a : . i it it it # 
fl- fl- it # ^ v* -) y-i it it it fl-1— i, 1-1 •it it fl- it it it 
it it fl-
it fl-
fl- if 
it it fl-
it it fl-
it it 
i t 
it fl- it 
* fl 
•it f » U t 
* 
fl " i t 
* 'A* 
* Ofl 
it it it 
fl- it fl-
it f i t 
it A-!t 
it ^fl-
it - fl 
fl- r\ fl-
it- _\ 
it'^fl-
it- it it 
it it 
«• fl-
it fl-
it it 
it it 
fl- it 
it it fl-
it it fl 
i tU? i t 
i t ^ i t 
«• r, fl-
it r j i t 
it V i t 
it rA fl-
it it it 
it 
Vr i t i t 
i t r - i 
i t r ^ i t 
i t ,Cy fl-
it ( j i t 
fl («• 
i t i t fl 
it fl-it 
* ,•* 
fl- V* 
fl Ofl 
fl 0* 
«• l \ * 
it > * 
#r»fl-
# 1* * 
# it fl-
it it 
;t > i t 
it tT!t 
fl 
it /{it 
* Vit 
J5. 
it ii it 
•
it r-V't 
it k fl-
it fl i> 
* fl-
it 
fl-
it 
it 
fl-
it 
it fl- it 
A 
1 
A 
1 
A 
1 
A 
1 
A 
1 
A A 
1 
A A 
1 
A 
„ 1 
it it fl- it fl- fl- if it * it if fl- if it it «• fl if if i t it it if if if A- if if if if 
it fl- it fl- if it it fl fl- it fl- •> if if fl it » if if fl-it v^l fl- it <rfl it ^ fl- if X) fl- it O i t it rsl-> A- -J- fl- it ^3fl it -0 fl- it O i f 
it "'Jit fl- -Nl fl- it -g-:t it r-j fl- fl- l i t if '^lit it .-<Ht it T fl- it -n fl- fl-O-if 
it O fl- it O fl- it O fl- it O if it "J if it J fl- if 3 it it 3 it it O fl- fl- O if 
it -T\ fl- it u-\ if it n fl- fl- -ri fl- fl-r\ -> it r\ fl- if - " I It it - l i t it r\ it it n i f 
it «• it fl- it 4* fl- it it it -Ti t it ^- i t if -Ti t fl- fl- «• -r fl-A- <r» 
it fl- it it it it if if it fl- it fl- * it it fl- it fl- * fl-
it A i* if it fl- if if A- if it i f fl it * it if it if if it if it * it * if fl- if fl-
it if fl- if fl- fl- if if * if it -it it if if it if fl it fl- if if fl- fl- it fl- a •It if fl-
fl- it it it if it if it it if it fl- it it it it it it 
it fl- fl- it it fl- fl- if fl- fl- fl- It i t if fl- it fl- it if i t 
fl- it it fl- fl- it it •if it it it fl- if fl- it fl- it •u- if -if 
it fl- fl- it it fl- fl- fl- fl- it fl- it fl- it fl- it if it «• if 
fl- it it fl- it it it it it fl- it if it fl- it if fl- a if it 
it if If fl- fl- it fl- fl- fl- it fl- fl- fl- it it fl- it - . fl- if it 
fl- fl- fl- it it fl- fl- it it fl- it it it it fl- it it it if it 
it it it it •it * fl-it it it if fl- -it it fl- fl-it fl- if if if it if fl- if if if it it if 
it it * it if it it it fl- it fl-fl- it fl- if A f l if 
if if if if it it it it fl- if if if 
it fl- * it if if it it it fl- if it 
it fl- fl fl- fl- fl- fl- fl- fl- i t it if 
it it it it it it fl- it it if if fl-
fl- fl- if fl- fl- it J L it if fl- it if 
it if i t ' ft it fl- fl- it fl- it it it 
it it if it fl- it it it it if it if 
if if fl- if it if it if fl- it It if fl- fl- * i t i f fl-
it it it A if if » fl. if if fl-it if i t fl- it it it 
if if fl- fl- it fl- it fl- if fl-
it i j - , i f it ' i t it it fl. it fl- it it A 
it _ ! f if Q* it it fl- fl- it fl- A A fl 0* fl Qfl fl- fl- it it •fl- it it A 
if (lit if f<!f it it fl- it it «• A A 
if Yif fl- fl- it fl- fl- fl- A ft 
* ^ : t it rv> it it if it it fl- A A 
if It fl- A- •». fl- fl-it -A it it it * fl-it A it A 
A it it A it A 
A 0 f t A A 
A U A A it 
A ^ T A 
A ft 
A n A # A 
it C,ft A A 
ft r i t A A 
A r-Vt A ft 
it A A A f t f t 
AR
T,
 
• 0 
IJ >-r-.JJ 
X T O . 
A 
1 
A
1 
A 
1 
A 
1 
A 
1 
A 
1 
A 
1 
A 
I 
A 
I 
A 
a. f - >• 0 < A i t A A A A A A A A A A A i t A A ft A A A A i t A A A fl. A i t A ft" •a—'44 •* -fl- i t A * A * A i t it ft ft A ft it it ft A A A u_ it —"A A "1 i t » m A it >- -> T> > ft •-• it A m -> • ft n i t ft r — A A J 1 A a i 3 SI fl- \ | A A .*M it A AJ -'t * SI A it ' 4 * ft >1ft A T i f t it . O A A O A A ' M f t it O A A O it A - ) ' t * O it ft O A it O f t A O it it 0* A O A A O A UJ O f - J C X <t m fl- •tt r\ A » - n A w ir \ft tr in it ft • U S - fl- n * ft m > ft -j-»-ft # u i * <M i t - T - * A ~T it tt v T A A - T A i f -r » ft <r -* it <T A it •t ft. w ft A iTft < l J ~ C i ft I t A A A i t A A Tf A ft » A if - f A A • » A ft 
A A ft A A A IT ft i t fl- ft w ft ir ft ir i t i r T vr 
C O 
x 
01 
a 
a. 
z 
*H 
V ) 
U J 
3 
O v 
< 
- « 0 0 | -
a 
a 
x 
o 
v ) 
V) 
l O 
3 
Z < 
3 Z 
<x: 
a, 
a 
o. 
z 
-
a. 
3 
> 
X 
3 
3 
3 . 
J U 
u j i . 
a. j y i 
X Z — 
3 
. j 
3 . 3 
-« S -> 
u, 1 •• 
J O — 
> -
O U 
D -~ 
J . 2 
u.>— 
- i < - U 
UJ -t 
l U i U . 
v>o —J • 
i'-O 
z a z 
<f— c - « 3 
a . 
- C Z - 1 3 
u J J I J ; 
J£ iJ 
• £._>—• 
a j ..") - i > * 
<£i_) .^»3 
X 
3 _ , Z ~ 
3 - < = t < -
> - X 
V ) J X 
- H J J 
3 > - < 
Z J X 
J . £ 
j a 
x • J 
— O . Z 
U 2 
/ ) J 
Z -£. T ' 
J I ' J J H 
- • X I — < 
i - u 
3 - o i - a . 
3 < { < X 
a . x - J 
X Z i — 
3 3 ^ 
3 ^ > 0 
A X Z J 
3 0 > -
3 — - 1 
I - J . 
3 3 * J 
> > 3 ^ 
3 - J 3 
3 X 7 : 
3 x 3 J 
3 3 
Z - l 3 
* li- ft fl-ft ft * ft ft fl-ft ft ft ft ft i t •it ft ft ft ft ft ft ft ft - t ft i t ft i t ft ft i t ft i t i t ft ft ft i t it ft •it ft ft ft ft » ft ft ft 
ft -ft 
fl- fl- ft ft ft ft ft fl- •it ft fl- ft ft ft ft ft i t i t i t i t JJ. fl- (r it ft ft •it i t i t ft fl-ft i t ft ft ft i t i t -> ft ft ft Jt. ft ft ft i t ft ft ft i t ft ft •» fl- » i t ft ft ft i t I t ft ft ft fl- fl- ft ft fl- ft •it ft fl- i t •a- ft fl- ft i t ft i t ft «• fl- i t i t ft ft i t fl- i t ft i t li- i t ft i t i t ft ft ft ft •It i t » !t ft ft ft ft i t li- ft ft ft ft ft i t ft ft ft fl- ft ft ft ft ft ft i t ft ft ft - t fl- » ft ft 
ft ft ft ft ft ft ft 
ft fl-
it 
ft 
ft ft ft ft 
ft ft ft 
ft o w ft >^ -it 
it 9# 
ft pj.ft 
ft ft ft 
» ft » 
«• * » 
ft 
ft 
# 
«• 
ft 
ft ft ft {;- tt 1 ft ft -it it ft ft •it ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft it ft ft ft ft ft ft £- ft ft ft it «• ft * ft * ft ft ft ft ft ft » -it ft > J ft ft ft ft «. ft ft * ft •it -* •» •tt ft ft it it ft •d. ft ft ft ft ft H. » ft ft ft ft ft ft ft ft ft it ft * ft -ij ft ft ft ft ft * ft ft ft ft ft ft ft ft ft » ft ft ft ft ft ft ft ft ft ft ft ft * ft ft ft ft ft It •it ft •it ft ft ft ft it ft ft 
ft * ft ft ft ft ft ft it •a- ft •» ft ft ft ft ft It » ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft tt ft ft ft ft ft ft ft ft 
ft ft ft ft ft ft ft ft 
ft ft ft ft ft 
ft ft ft ft ft ft ft 
ft ft ft 
*<oft 
ft^ft 
ft V 
ft o* 
ft ( f t 
ft!^ft 
ft ft ft 
* ft 
* ft 
* ft 
* ft ft 
ft ft ft 
ft ft 
ftfl* 
ft f ^ f t 
ft .^ft 
ft Qft ft ^ft 
<- rvft 
ft it 
ft ft ft ft ft it * -ft ft .-t ft ft ft it it ft ft ft ft it ft -!(. ft ft ft ft ft ft ft ft ft ft » ft ft -* ft ft ft ft ft ft ft ft ft ft * ft ft ft y. ft ft » it ii- it «• it ft ft it ft ft •it ft ft ft «• ft ft ft ft ft ft ft ft ft ft ft ft it ft ft •it ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft * * ft ft ft ft ft 
ft ft ft ft ft ft ft ft ft ft it ft ft ft ft ft 
ft it ft ft ft ft ft ft ft ft -ft ft ft ft It ft ft r~ft •tt ft ft ft ft it ft ft ft ft it > ^ ft ft ft ft ft ft ft ft ft ft ft -> r;* -> ft tt ft ft ft ft ft ft ft » « ft ft ft ft ft ft ft ft ft • ;'J:* •it ft ft ft ft ft ft ft ft ft -u- - ~ \ t « ft ft ft ft ft ft ft ft ft ft ft ft •» ft ft -> ft ft ft ft ft 
ft it ft 
ft ft 
ft J j f t 
it _ » 
ft n ft 
ft ^ * 
ft f'ft 
ftf^ ft 
ft "4t it 
ft ft ft 
ft it 
ft 
ft 
ft 
ft 
ft 
ft 
ft it ft 
ftft * 
ft (ft 
ft-~ft 
ft p0» 
ft Oft 
ft n i t 
ft Tw-
it ( N * 
ft ft ft 
A A
1 
A 
1 
A 
1 
A 
t 
A 
I 
A 
1 
A A 
1 
A 
~ 1 
ft ft ft ft ft * ft it ft it ft ft t ft ft ft li- ft ft ft ft ft -it ft ft ft ft ft li-ft ft it ft ft ft ft -:t ft ft ft ft it tt ft ft ft ft A l f t ft -1-ft ft O f t ft :0it ft O f t it rMft ft - t * ft O f t » 3 i t ft 3 It ft ^-ft -J-ft ft -r-ft ft 4- ft ft '.r>* ft -"I it ft it it r \ -li- ft n i t ft 0 ft ft O f t ft 3 i t ft 3-:t ft 3 ft ft 3 ft it O f t it O i t ft O f t ft o f t ft O f t ft L i f t ft r\ ft ft XV ft fl- x\ it ft -n-> it m it ft ^l l t ft -r\ ft it li- ft -s\ a 
ft ^ - ft ft -T ft •* j - f t ft ^Tft # li- it ~rf t it -r it ft v j - f t ft -rft ft s l - f t ft ft ft ft ft ft ft ft ft ft ft * ft ft > ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft it * ft ft ft ft ft ft ft ft ft ftft » ft ft it 
ft » ft ft i t ft » ft ft ft ft i t ft ft ft ft ft ft Jt ft ft ft ft ft ft ft i t ft 
i t i t i t ft i t I t ft •it ft ft ft ft ft i t ft ft ft i t ft ft ft i t i t i t ft V'_ i t ft i t i t ft ft ft ft ft ft ft ft ft » ft i t # •tt ft li- » ft ft i t ft ft ft ft ft ft ft ft ft i t ft i t i t ft ft ft ft ft i t it i t ft ft ft ft ft ft ft ft i t ft ft >t i t ft !*. I t li- it i t ft ft ft ft ft. ft ft i t i t i t * i t ft ft ft i t ft ft li- ft i t it- ft i t ft ft ft i t ft » i t ft ft * ft ft i t ft ft ft ft I t ft ft ft i t ft ft » ft ft -*ft ft ft *ft ft ft -:t i t i t i t ft ft ft ft ft ft ft ft ft ft ft ft ft 
ft ft ft ft ft ft ft ft ft ft ft ft it ft ft ft ft ft ft ft ft ft it tt ftft 
it ft ft ft ft ft ft it ft it ft ft ft it ft -it it ft ft ft ft It ft ft ft ft ft ft ft ft ft ft ft ft ft ft -t ft ft ft ft it ft ft ft ft It ft ft ft ft It ft •it ft It it ft ft ft ft ft * ft ft ft ft ft ft it- ft it ft ft ft ft ft ft ft fl- ft ft ft ft ft ft it ft it ft ft it ft ft ft ft ft ft it ft ft it ft ft ft li- ft # it it it ft ft ft ft it ft it ft ft ft ft ft ft ft ft it ft ft ft ft ft ft ft •if* it ft ft ft ft ft ft t * ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft ft 
ft ft ft ft it ft ft ft It fl-ft ft it it ft * fl-ft ft fl-it it ft fl-ft ft ft it ft ft it ft fl- it it fl- it ft it li-i t ft ft it fl- ft •it ft it fl- ft it fl- it ft it ft ft it ft it it ft fl- it it fl- fl- it it it ft ft ft ft ft it ft ft it fl- fl- it it ft fl- ft fl-ft ft it ft ft ft it •ft it it it- ft it it it it ft it ft ft ft fl- it ft fl- ft it it ft fl- ft ft ft ft ft it ft it fl- ft it >t ft fl- it it it ft f  ft ft a. ft ft * ft it it fl- ft ft it ft It ft it fl- it ft ftft 
X. 
z 
a . 3 3 
i t ft fl-
i t ft 
•it 
ft 
it 
it 
fl-
it 
fl-
it 
it 
fl-
it 
fl-
i t ft ft 
ft ft ft ft it fl- ft ft it fl-ft fl-ft ft ft it it it It fl- it ft ft 
it ft it fl-
it 
it it ft ft ft fl- fl- it i t it it (-C\it it - O f t ft fl- it fl- fl- it it fl- ft fl-
ft — f t ft -<~ft ft r^it fl- it fl- it it ft it it ft it ft ;]ft 
it JJ» 
it ' i\ Jt it A f t it ft it it fl- fl- fl- fl- fl- it ft Kit ft ',U ft fl- it fl- it it it it it ft ft Oft ft y * ft J » it it it ft fl- ft fl- fl- fl-
ftAft itr<>if ft r<±# li- it fl- i t fl- it fl- it it it it l-;t it ftftft ft ft It ft ft it it it ft it ft fl- it ft fl- it it ft 
ft It it 
ft fl-
it 
it 
ft 
ft 
fl-
it 
it it ft 
A 
1 
A 
1 
A 
1 
A 
1 
A 
1 
A 
1 
A 
1 
A 
1 
A 
I A I 
it ft ft ft ft it fl-ft ft it it * ft ft ft ft ft ft ft ft fl- ft it ft i t ft tt ft ft ft 
it fl- ft fl- it ft •» it it ft ft it it * ft fl- •ft it ft fl-it - • fl- it --n it •rf - a f t it it it tr>ft ft —1 fl- ft V) li- it m i t ;t- r - fl- it :j>-Jj. 
it T it it - r f t it - t f t » - r ir a- -r-.t it o f t ft r \ » ft -ni t it XV fl- ft X I fl-
ft 3 fl- ft O f t •ft- O f t ft O f t -fl- O it ft O f t ft O f t ft O f t it O fl- it O f t 
it n it ft O f t if r \ f t i f l l i i it r> it »• u\ * it n i t it S\ it ft m it 
ft J - fl- it -T ft V ^Tit i t - r « •* - r i t »r <r ft it <r * ft T f t w -4- ft it a - f t 
it tt ft ft W i t » it- it fl- » i t it H- i t • it • w ft •it fl-•It ft ft ft * i t * ft ft it i» « *f i t w tr ft » -ft- w » >» 1> * • *• i t >* **• 
» * it 
* it 
3 3 
Q- 3 V > 
X Z — 
LU Z 
I.U o « o 
z ^ K 
;~> 
J . . 3 5 
z * - J 
3 J > -
>-
J 
> - X 3 
o Z 
U.I— 
uu < 
L U _ ^ L U • 
' -"3 3 • 
O . V 1 
3 « Q Z a z 
< r - i > . 3 
a . 
— 3 t - 1 
Z Z 3 - 3 
> - - 0 > 3 
3 3 I 3 
Z 3 
•-•<:.)~» 
L U 3 - « > . 
X 
fl-
it 
it J * 
fl-
it 
it-
it 
it 
it 
it 
it 
it it it 
it it it 
it it 
it 
it 
fl 
it 
it 
it 
it 
it 
it 
it 
* 
it 
it it it 
it it it 
it it 
it 
it 
fl 
it 
fl-
it 
it it it 
# it fl 
* it 
fl-
it ' 
fl-
it 
fl-
it 
fl-
it 
fl-
i t 
fl-
it 
fl it it 
A I 
3 • X 3t— fl it it z 3 3 3 2 — •:t «. 
3 i 3 3 ~ it rM fl-
— I - - T* > - X — i it O fl-
I / ) 3 s Z it 3 it 
- U V ) V I 3 X •» tn fl-
3 • < - J . J it - r fl-
' r ' i^) ->>--« it fl-
3 . V I Z - J X it it it 3- - 3 - £ > - - L , < 
3 >- Z 3 3 —« X t _ j 
Z < V ) 3 3 Jr-
'"§: 3 — O . Z 
a . a • 3 Z 
Z u V ) 3 3 >• : ? Z T i - « • 
— I L L . 3 3 J r -
r - O '-i " * X f - < t 
< L U <tvi — - f t - fl- it it it it it 
Z ^ z J £ J it it fl- it 
- U < u J t - -U it it it it 
Q.Z ;> J J 1 " % it fl- it fl-3 3 <<x it it it fl-1 . 3 . X 3 it it it fl-
3 . 3 x z — «• fl- it fl-
• 3 ; ' i l ^ z it it it it 
3 ^ 3 it it it it * fl 
t-- < A X Z 3 X 1 3 > -»-« a: 3 1 it it fl- it it it 3 3 - - X it it it fl 
3 3 LU 3 - £ 3 it it it it 
it it # it 
->>• J Z it fl- fl it 
• 3 3 . U it it fl it 
-« a 3 it it it it 3x1: it it it fl-
3 . C - U 3 * it it it fl it 
r - Z 
3 3 
Z - H 3 fl- it it it fl it z - I X x it fl- it it 
it fl- it it 
it it it it 
a . 3 3.— it it •» it =£ a . u 3 it it it it 
cC 3 ^ it fl- fl. » 
• V 3 Z - l it fl- it it 
^ ^• 3 ;f it it it it it fl-a: <3 
LU 3 u y< t 3 f - X it it it it flit 
• t >-^-if— - » it fl- it fl-
V I 3 it fl- i t fl-
r - LU J U — it it it it 
Z 3 3 . Z Z it it fl it 
Q. 3 J it it * fl it it fl fl —< it it A fl 3 - i z g<( it it it fl flit 
i-H 3 3 3 H -
1— J J A A 
cC L U > . , — L U I 1 
<t X X Q . 
a . r - > 3 > < it it it fl fl it 
it it * fl-
u . z it - * # it r O fl-
13 *3 V ) it -a it it O fl-
3 1 J U-< it _> -:t it O i t 
U 3 r - i £ «• *rwt w .rifl 
it ^ f l - w -4-» 
3 r - X U . it fl- w it 
O / > f - 3 it it it T fl fl 
APPENDIX 9.3 
TO: J . Machin 
J . Chaudri 
COPIES TO: A_R 
EAT 
AJH 
Oj_^INE WORKS, P-XYLENE PLANT; 
AN EXPECTATIONS APPROACH 
We have reviewed the work with the managers involved and thought you 
might l i k e to mull over some of our ideas before we meet. I f nothing 
e l s e , i t i s c l e a r that the one to one conversations have i n themselves 
cleared the a i r , pointed up problems and produced some solutions. 
These s p e c i f i c , individual items I have not l i s t e d here, although 
perhaps we need to make sure they are not forgotten. The following 
l i s t contains those items which the group as a whole ide n t i f y and 
presumably want to tackle, i n some way. 
I s Senior management contact, presence 
There i s a c l e a r need for the senior managers to be seen to make more 
contact with s t a f f at a l l l e v e l s . This i s recognised as being a bigger 
problem than p-xylene and hence d i f f i c u l t for the senior managers to 
solve because of the wide area covered and numbers involved, on s h i f t . 
2. Senior Plant Manager role 
The role of the senior plant manager i s not understood or operational. 
What distinguishes him from the r e s t ? An acceptance and understanding 
of h i s job i s needed by the teams. RAP i s moving off the plant and 
EMO w i l l be taking over. In some ways, t h i s presents an i d e a l 
opportunity for EMO's new role to be agreed and practised. 
3« Clearer d e f i n i t i o n of areas of r e s p o n s i b i l i t y , a l l o c a t i o n of tasks 
There are areas of overlap between hot end/cold end/development manager 
which could be reduced. There i s a need to resolve the degree of 
involvement of the development manager i n day to day running. How are 
tasks shared out to match workload, s k i l l s , i n c l i n a t i o n s ? Could some 
tasks be integrated to produce more e f f i c i e n t s a t i s f y i n g jobs? 
4 » Resolution of section and group managers ' expectations of the plant 
The plant managers are concerned whether they meet the group manager's 
expectations of not only what they achieve but the way that they achieve 
i t and see an area of possible c o n f l i c t with the Section Manager's 
expectations. A related question i s how are senior managers kept aware 
of a l l , or enough, of what the plant managers are doing - career 
aspirations and recognition probably form the basis for these concerns. 
managers 
5o Communication 
Both informal and formal information systems could be improvedo The 
plant managers have resolved to put aside at l e a s t one hour each week 
to update each other on topics from t h e i r own patch. There i s a 
need for basic plant data to be processed into information to meet 
the managers' needs. Senior managers would l i k e to see some reasonable 
conformity i n the way information i s presented, from several different 
p l a n t s . 
6. Superintendents role 
This i s p a r t i a l l y covered under (3) but some s p e c i a l questions a r i s e . 
Who i s h i s boss; i s the balance of technical/people a c t i v i t i e s correct; 
i s the balance of interesting/mundane work f a i r ? What i s the cut 
between seniorplant manager and superintendent on personnel. 
7° Contacts with the outside world 
This i s an area which has been touched on i n the dyads, although as we 
were a l l not comprehensive i n our expectations outside the group the 
data i s limited. Who i s responsible for l i a i s o n with which departments 
What are they supposed to do? 
Two areas f a l l outside the p-xylene plant completely. 
8. What i s the re l a t i o n s h i p between the l i n e and the t r a i n i n g section, 
A_R, EAT and RAP, for the Junior Plant Operators. 
9<> Can we use the expectations to help i n further i d e n t i f i c a t i o n of 
management t r a i n i n g needs. 
F i n a l l y , I am sure that the researcher has seen things that we are 
missing, or even avoiding, and several of the group s a i d that they 
would be interested i n hearing him display h i s views. 
Signed; EAT 
Appendix to Chapter 10 
Contents: Distributions of the Demographic variables 
fOV t h e s t u d y — p a r t i c i p a n t ? ? , , e = , = = : = : : ; = : 5 . 
33 
"7 
<2.6 
27 27 
20 
-10. 
Total=125 respondents 
k 65 
Histogram showing the Age-distribution, i n years, for respondents 
Sex distribution of respondents was as follows: 
Males 114 
Females 9 
Unreported 2 
Total number of respondents=125 
58 
45 
21 
1 
J 
none ; 1-2 j 3-4 ; > 4 
Total=125 respondents 
Histogram showing the number of children per respondent. 
42 
28 
25 
17 
Key to base codes: 
1 Top Management 
2 Senior Management 
3 Kiddle Management 
4 Junior Management 
5 Entry l e v e l Management 
6 Others 
7 Not reported 
Total=125 respondents 
Histogram showing distribution of Hierarchical Position for respondents 
Marital Status of Respondents was as follows: 
Married 102 
Unmarried 19 
Seperated 3 
Unreported 1 
Total number of respondents^ 125 
Appendix to Chapter 12 
Contents: Questionnaire used i n study 
project: 
Effective Job Design 
f o r 
Managerial Positions 
questionnaire: 
Managerial Position Incumbent's 
views on 
Propositions on Managerial Job Design 
On completion, please return the 
questionnaire to: 
M. J. Chaudri, 
Durham University Business School, 
M i l l H i l l Lane, 
Durham. •• DH1 3LB 
I f you have any queries please 
telephone Jim Chaudri on (0585) 
41919 Kxt. 59 
Dear Research Participant, 
Many thanks f o r agreeing to take part i n t h i s study on Job Holder's Views 
on Propositions re/yarding Managerial Job Design. 
Purpose: The purpose of thi s research i s to ascertain the views of job holders 
on the c r i t e r i a f o r evaluating the design of jobs and principles f o r 
designing jobs. The principles and c r i t e r i a i n turn ar both related 
to Effective Job Design f o r Managerial Positions. 
Format: The questionnaire i s i n 3 sections. 
Section A - Respondent Information 
Section B - C r i t e r i a & Principles of Job Design 
Section C - Viewpoint adopted ( 2 questions only ) 
In section B are, 
(a) a series of statements, to which the respondent i s asked 
to indicate the iinporta ce he would choose to attach. 
The response i s given by placing a t i c k i n the appropriate 
column. The response space columns are labelled with 
"various degrees of importance". 
(b) space i s l e f t blank where the respondent can write statements 
which he as a job holder has found to be of importance. 
Note 1: Although the questionnaire has been p i l o t studied where i t was tested 
i n t e r a l i a f o r timing and c l a r i t y , there may s t i l l be some instances 
where a f i r s t glance does not bring out the meaning. I n such a case 
i t i s recommended that you read a l l the options etc., before answering 
indi v i d u a l b i t s . However, as the q u a l i t y of response i s the key to 
the research, i f you are at a l l uncertain about a question please 
telephone the researcher at Durham (0385) 41919 Sxt. 59-
Note 2: Because of the nature of the document, the p i l o t study was unable to 
ascertain specific times that respondents might be spending on the 
document. The minimum time was 30 minutes; but the nature of the 
document e n t a i l s projective thinking as well as r e c a l l of experience; 
those p i l o t study respondents who contributed the most spent up to 
1 hour on i t . 
Yours f a i t h f u l l y , 
(M. J. Chaudri)-. 
SECTION A 
RESPONDENT INFORMATION 
Age of respondent: 
i . younger than 25 years Q 
i i . between 26 - 30 [ 1 
i i i . between 31 - 35 Q 
i v . between % - 40 . Q] 
v. between 41 - 50 Q 
v i . between 51 - 65 
v i i . older than 65 Q 
,Sex: 
i . Male Q 
i i . Female 
How long have you been with your currently employing organization: 
i . less than 2 years Q 
i i . 2 - 5 years Q 
i i i . 5 -10 years Q 
i v . 11 -20 years Q 
v. more than 20 years Q 
Please indicate the hierarchical l e v e l of the position you are currently 
occupying: 
i . Top Management 
i i . Senior Management ., 
i i i . Middle Management £] 
i v . Junior Management 
v. Entry Level Management Q 
v i . Others, please specify: Q 
Please indicate the functional c l a s s i f i c a t i o n of the position you are 
currently occupying: 
i . Production 
i i . Marketing/Sales [2 
i i i . Financial 
i v . Personnel 
v. General Management, Administration 
v i . Staff-functions Q 
v i i . Purchasing Q 
v i i , . Others, please specify: 
3 
SECTION B 
CRITERIA & PRINCIPLES OF MANAGERIAL JOB DESIGN 
Please indicate how important i t i s to you as a manager, that.the following 
statements should be true i n respect of any_ managerial job, by t i c k i n g the 
appropriate column 
1 
of very low 
importance 
2 
of low 
importance 
3 
of medium 
importance 
4 
of high 
importance 
5 
very high 
importance 
12. The job holder should know c l e a r l y 
what results are expected of him -
i . i n the immediate, medium and 
long terms 
i i . i n terms of the quality of 
output 
i i i . i n terms of the quantity of 
output 
— — — 13. The job holder should know the 
reason why d i f f e r e n t outputs 
should have -
i . d i f f e r e n t p r i o r i t i e s assigned 
to them 
i i . the d i f f e r e n t grades of q u a l i t y 
assigned to them 
i i i . to be generated i n expressed 
quantities 
14. The job holder 3hould -
i. be informed of the use made of 
the products of his endeavour 
•-
i i . be able to assign meaning and 
wholeness to what he does and 
produces 
1 I 2 
of very I01I of low 8 of medium 
| importance j importance I-importance 
18. The job holder should f e e l able -
i . to innovate 
i i . to use discretion 
19. The performance appraisal of any 
job holder should be such that -
i, he knows the dimensions on 
which appraisal w i l l be 
conducted. 
4 
of high f very high 
importance Eimportance 
i i . the intervals between 
appraisals are commensurate 
with the nature of the task 
to be performed 
i i i . the job holder has confidence 
i n the process of appraisal 
i v . the appraisal includes 
consideration of whether the 
target setting was correct 
v. the appraisal i s i n terms of 
the results achieved 
v i . the appraisal i s i n terms of 
the e f f o r t put i n 
v i i . exceptional performance i n 
between appraisals i s noted 
and considered at appraisals 
v i i i . t h e job content i s re-assessed 
i n terms of organizational 
purpose and goals 
7 
1 
of very low 
importance 
2 
of low 
importance 
3 
of medium 
importance 
A 
of high 
importance 
5 
very high 
importanc 
22„ The job holder should not 
constantly be involved i n 
si t u a t i o n s -
(a) Opposed to his values 
i . s o c i a l 
i i . moral 
' i i i , e t h i c a l 
i v . environmental 
v„ p o l i t i c a l 
(b) i„ a t oc'is w i t h h i s 
'; personality 
23. I f a job holder wishes to leave 
the organization f o r reasons o f 
s i t u a t i o n s m i l i t a t i n g against 
him, i . e . items covered i n 
question 22, then he should not 
have to f o r f e i t accrued be n e f i t s 
, (pension r i g h t s etc.) 
-
9 
1 
o f very low 
importance 
2 
of low 
importance 
3 
of medium 
importance 
A 
o f high 
importance 
5 
very hi? 
imoortnr 
26. The job.holder should be able to 
f e e l h is worth through -
i . a degree of influence i n 
appointing his work-
colleagues 
i i . a degree of influence i n 
d e f i n i n g the goals of the 
organization 
i i i . producing outputs which he 
can d i r e c t l y r e l a t e to the 
needs o f the society 
-
27. Jobs contents should be 
determined -
i . on the basis o f 
'co-optimization' on the 
f o l l o w i n g three dimensions: 
- organizational purpose 
- technological requirements 
- interpersonal & personal 
consideration 
i i . through discussion and 
consensus between the job 
holder and members of the 
organization who delegate 
a u t h o r i t y to him 
i i i . through discussion and 
consensus between the job 
holder and those with whom 
he i n t e r a c t s 
-
11 
1 
of very low 
importance 
2 
of low 
importance 
3 
o f medium 
importance 
A 
of high 
importance 
5 
very h i / 
importnr 
The rewards system should — 
i . be based on job content 
i i . permit d e r i v a t i o n o f greater 
i-t;v/ai-uti i O r emieiiiced 
performance 
i i i . allow d i s c r e t i o n to those 
responsible f o r determining 
managerial rewards to show 
rec o g n i t i o n of improved 
performance 
i v . be based on the same 
performance-reward equation 
f o r d i f f e r e n t levels o f the 
organization (the higher 
rewards a t senior l e v e l s 
stemming from difference i n 
work) 
v. be based on the same 
performance-reward equation 
f o r d i f f e r e n t parts of the 
organization 
v i . be such t h a t rewards a t 
d i f f e r e n t l e v e l s maintain 
t h e i r motivational value 
v i i . incorporate d i f f e r e n t 
concepts o f rewards t h a t 
i n d i v i d u a l job holders may 
choose to have 
v i i i . b e adjusted as frequently 
as external dynamics demand, 
i . e . be adjusted to allow 
f o r d i f f e r e n t current rates 
f o r d i f f e r e n t specialism 
• 
13 
1 
of very low 
importance 
2 
of low 
importance 
3 
of medium 
importance 
4 
of high 
importance 
35. Please w r i t e down Propositions on 
Managerial Job Design which: 
(a) you, as a job holder,would 
choose to sdd "bo thoso 
l i s t e d 
(b) you, as a job designer, 
would choose to add to 
those l i s t e d 
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